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CHAPTER 1
PROBLEM
Introduction
On a typical evening at church, a committee meeting lasted longer than it should
have. The people on the committee discussed budgets. They praised and criticized new
developments in worship, and personal stories of the week's happenings were
intermingled in unpredictable ways with the business of the church. Then the time came
for the pastor's report. He began to share with them about his involvement in a new
ministry at a state prison less than two miles away from the church. He told them about
how God was using Christian inmates to change the culture of the penitentiary and let
them know of the continuing need for Christian volunteers to help mentor prisoners in a
pilot program.
Immediately a church leader posed a question about how much time this outside
ministry took their pastor away from them. Someone said, "Remember when our pastor
made reports about how many people he visited in a month? Maybe we should think
about doing that again." Another commented to the pastor, "It's okay with me if you
continue to be involved in ministry outside the church, as long as it's on your own time.
While we are paying you, you need to do work that will help our congregation grow."
Understanding the Problem
The story recorded above seems to be more of the norm rather than the exception
in churches across America. Too many Christians have retreated within the walls of their
church instead of engaging in meeting the needs ofpeople on the "outside." In retreating
from the needs of people in the immediate community and beyond, the church has
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sacrificed its missional identity and has become increasingly irrelevant and marginalized
in the larger society. In becoming so inwardly focused, the church has cut itself off fi-om
a taproot of its own renewal: loving service to people who are beyond the walls of the
church. Too often Christians settle for a ministry of survival, and it is killing them.
Many signs point to the need for transformation and renewal in the church. The
depressing reality is that two-thirds ofProtestant congregations in America have plateaud
or are declining in attendance (Herrington, Bonem, and Furr x). Membership for many
churches in America is also in a downward spiral. In the opening pages of Transforming
Congregationsfor the Future, Loren B. Mead lays out the demise ofmembership of
several denominations (includingmy own) fi"om 1950 to 1990 (3-5). He shows how each
major denomination is losing ground rapidly in its membership-to-total-population ratio
(8-1 1). In other words, in terms ofmembership and attendance, old-line denominations
are decreasing precipitously in effectiveness in reaching the American population for
Jesus Christ.
This truth is evident just by observing the average United Methodist congregation
on a Sunday morning. Long-time members are getting older, and the presence of younger
people is minimal or nonexistent. As the church's ability to reach and assimilate new
people dwindles, the concem inside many congregations is growing. Churches are
building new buildings, hiring more staff, attending more how-to conferences, holding
more evangelistic outreaches, or just plain holding on, yet for the average church, the
results of such efforts for turning things around have been disappointing.
Not only are many churches declining in membership and attendance, but they
have also compromised the nature and quality of the church itself Christians have largely
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embraced a therapeutic gospel, which promises that people can come to find the answers
to their life problems in church. While I believe the gospel does meet people at their point
of need. Christians have made what should be a by-product of the gospel the ultimate
goal. William H. Willimon speaks prophetically on this point:
The gospel is not simply about meeting people's needs. The gospel is also
a critique ofour needs, an attempt to give us needs worth having.. . . Our
care must form people into the sort of people who have had their needs
rearranged in the light of Christ. (96)
Without such a critique ofour needs, the therapeutic approach robs the gospel of its
capacity for transforming lives more fully.
As pastors have emphasized and preached a therapeutic gospel, they have tended
to create congregations with two main flaws. First, congregations expect to be ministered
to rather than to be ministers. As a result, congregations experience a bottleneck of
creafivity, passion, and giftedness when they rely on the paid minister to accomplish all
of the important tasks ofministering. Second, congregations have become increasingly
timid in taking needed risks. The societal reality of accelerating change and a need for
stability and safety within the church forms a vicious cycle. Churches holding onto the
status quo become increasingly unable or unwilling to make radical changes. Too many
declining congregations are in a state of denial. Many current attendees in declining
churches believe that they are on the verge of turning things around. Jim Herrington,
Mike Bonem, and James F. Furr assert that more often than not, such a view is simply
wishful thinking (x). For a congregation to come to a point of accepting the kind of
needed deep changes, it must experience a significant amount of disequilibrium and self-
critique that act as catalysts to force the issue. Unfortunately, in many cases, the
resources have diminished by that time to such a point that the possibility of a successfiil
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turnaround becomes highly improbable.
Such congregations find themselves in a "deep change or slow death dilemma"
(Quinn 23). Simply coming to this realization can be a powerfiil step on the way to
renewal, but stopping with that step will only lead to despair. Identifying characteristics
of transformed congregations is also helpftil but stops short ofproviding specific
information on how to lead a congregation into a transition resulting in a more missional
focus.
Some have argued that the best way forward is an aggressive church-planting
strategy. Several years ago, C. Peter Wagner quipped, "It's easier to have babies than to
raise the dead!" (25). While the facts do tend to bear out the idea that the best way to
reach people for Christ is through new church plants, church leaders need to have a both-
and approach in planting new churches and revitalizing existing ones. Too many
resources are at stake both in people and in equity to write off existing churches that are
stuck in either a plateau or a decline.
Context of Study
The immediate context of this study is Forest Park United Methodist Church. This
church belongs to the West Ohio Annual Conference.
Forest Park UMC
Forest Park United Methodist Church is located on the east side of Lima, Ohio,
within the bounds of the city. The founders planted the church in the 1950s as the result
of a church split, and because of rapid growth, they were able to build onto the original
structure in the mid-1960s with a new sanctuary and space for Christian education. In
2002, the congregation built a Family Life Center, which includes a gymnasium.
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restrooms with showers, institutional-sized kitchen, classroom space for children and
youth, and a new office complex.
At the beginning of 2004, the average attendance was around two hundred on
Sunday mornings and has been remarkably consistent for the last thirty years.
Membership dwarfs attendance and stands at 527. Sunday school has been in a long
decline and averages forty-three. The church is ethnically homogeneous. The church also
owns and operates a preschool, which meets on-site.
Forest Park United Methodist Church (UMC) is in a residential neighborhood that
largely consists of older homes. The leaders of the church perceive that people in the
larger community do not know about their church, beyond just seeing a big building that
sits on the comer. They describe themselves as familial and friendly. They have a long
history ofpastor-centric ministry, but they realize that things will need to change if they
are to reach and assimilate younger generations of people.
Involvement in missions is minimal with sporadic support of a food pantry and
soup kitchen. Forest Park UMC hosts outreaches in the parking lot designed to reach
people in the community. The staff consists of the pastor, an administrative assistant, a
Christian education director, a part-time custodian, a part-time organist and choir
director, and two preschool teachers with a shared teacher's aide.
West Ohio Conference
The West Ohio Conference is one of the largest United Methodist conferences in
North America in terms ofpeople and financial resources. Many of the churches in this
conference need transition due to decreased effectiveness in reaching people for Christ
and in connecting people to a local church, hi 2005, Bishop Bmce Ough gave a picture of
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the current reality by citing the fact that membership in West Ohio United Methodist
churches is 237,307 in 1,188 congregations, hi way of contrast, in 1974 membership was
over 400,000, in 1400 congregations ("Episcopal Address" 32"'* Session 5). Using the
population figures of Ohio of 10,765,613 in 1974 and 1 1,464,042 in 2005, West Ohio
United Methodist members comprised 3.7 percent of the population in Ohio in 1974 and
2.1 percent in 2005 ("Population"). With an aimual rate of decline around .05 percent per
year (and assuming a straight line fiinction), membership in West Ohio United Methodist
churches will theoretically approach zero in the year 2044. Bishop Ough stated that while
25 percent of congregations were showing consistent growth in worship attendance, 25
percent were stable or showing modest growth, and 50 percent were declining. Twenty-
eight congregations represented nearly 20 percent of the total number of people
worshipping in our churches. Only 60 percent of the congregations reported new
professions of faith. Only 33 percent of the congregations held confirmation classes in
2004, which is an indicator of self-replicating growth. Bishop Ough summarized what
these statistics meant to him:
[These numbers] represent our flagging ability to transform lives and the
loss of critical energy, human and financial resources to transform our
neighborhoods, communities and the world. To those who desire to hang
on to the way we have been doing business, I would ask, "what are we
hanging on to?" ("Episcopal Address" 36* Session 5)
In view of this composite picture, many churches in the West Ohio Conference are in
need of transitioning to a new way of operating.
For the last several years, the West Ohio conference has been using the language
of a "core process of disciple-making" in an effort to reverse the downward trends
(Ough,"Episcopal Address" 32"'* Session 4). The core process consists of four
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components: radical hospitality, passionate worship, faith-forming relationships, and risk-
taking service. For radical hospitality. Christians reach out to those who are unlike them,
"across economic, racial, age and gender lines" (4). Such hospitality represents an
intentional inclusion of others in an effort to bring them into a community of faith. In
passionate worship, people connect with God to experience his "gracious presence and
healing power" (4). Faith-forming relationships lead people into a deeper level of
discipleship�a "life of devotion and service in the name of Jesus Christ" (4). Risk-taking
service tums Christians' focus outward to the world, where theyminister "especially [to]
the needs of children and the poor" (4). In the core process, the four elements form a
sequence of a sort. Through hospitality, people reach out and receive others. Through
worship, people help others connect to God as Lord and Savior. Through relationships,
people teach and nurture others in the faith. Through service, the church sends out people
to join with God in mission to the world.
Purpose
The purpose of this study was to evaluate the effectiveness of transitioning the
leadership of a church through an intentional change process to the end ofbecoming
more missional in terms of attitudes and behavior in risk-taking service. While the focus
was on leaders in the church, I expected changes in the leadership to impact the
congregation in measurable ways. The study employed John P. Kotter's eight-stage
process for leading change. This project was a case study that examined the process of
change through researcher observations, interviews with active participants, and a
pretest/posttest questionnaire on risk-taking service.
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Research Questions
In order to determine the effectiveness of the change process, I identified four
research questions.
Research Question #1
What attitudes and activities characterized the leaders of the congregation in the
area ofmissional service prior to the implementation of the change process?
Research Question #2
What changes occurred in the attitudes and activities of the leaders of the
congregation concerning missional service after each intervention in the change process
and at the end of the time frame of the study?
Research Question #3
What changes in congregational attitudes and behaviors in the area of risk-taking
service are evidences of the changes made with the leadership of the church?
Research Question #4
How did the change model contribute to the change in the attitudes and activities
of the congregation?
Definition of Key Terms
In this study, the following principal terms have specific meanings. I am using
risk-taking service and missional service in synonymous ways. I define risk-taking
service in terms of costliness: an act of risk-taking service takes place when someone
inside the congregation makes a significant sacrifice on behalf of someone outside the
congregation. The cost involved may be in terms ofbeing forced out of one's comfort
zone into a place of service that is beyond one's habitual sphere of influence. The cost
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may be a monetary sacrifice, or even being in an environment ofphysical risk. Most of
all, the cost may be in terms of time invested in other people. Emphasis is particularly on
at-risk populations. This service may be local, national, or international.
I am defining urgency in an organizational way. Urgency is the sense that things
are not as good as people in the organization have perceived them to be. It is confi-onting
the hard facts of the case and building momentum to do something different to obtain a
different result. Change agents create urgency by eliminating "sources of complacency"
(Kotter 42). Urgency temporarily suspends the settled feelings that develop when people
do the same things in the same way for a long time. Establishing a sense ofurgency is
Kotter's first stage of the change process.
I use the term Vision Team to designate the second stage of change rather than
Kotter's phrase "Guiding Coalition." In this case, the Vision Team consisted of a handfiil
of people who came together for a predetermined time in order to formulate a vision and
strategy for the future. The role of this group was consultative in nature.
Short-term wins constitute Kotter's sixth stage of the change process. Wins are
signs or evidence that the change process is working. They give energy to those who are
supporting the changes, and they help minimize the obstacles standing in the way. Kotter
explains that wins have three main characteristics. First, they are visible to large numbers
of people in the organization. Second, they are unambiguous in pointing to the success of
the change. Third, they are clearly related to the change process (121-22).
I am using the term intervention in a broad sense. An intervention is an intentional
effort to move the church along in the process of change. 1 formulated interventions to
enhance greater effectiveness in the church in terms ofurgency, spiritual and relational
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vitality, financial health, and improved administrative structures.
I am defining missional intervention in a narrower way. A missional intervention
is an intentional effort to empower people in the church to minister to those outside the
walls of the church. Such ministrymay include giving resources or time in an effort to
serve others in the name of Jesus Christ with the ultimate hope of evangelization.
Missional interventions not only affect people who are being served but also those who
are serving. Missional activity becomes a means of grace for all involved. The focus for
missional interventions is generally at-risk populations.
Theological Foundations
The foundations for this study center on the paradigm of the missional church
with its corresponding emphasis on those who are outside the fellowship of the church.
The underpinnings ofmissional theology flow out of the very nature and character of the
Trinitarian God�the missionary God who both sends and is sent.
In Chapter 2 I trace missional theology throughout the Scriptures, beginning with
the Old Testament, continuing with the earthlyministry of Jesus Christ, and concluding
with the early Church. I also trace the main aspects of the Church's missional history
from the closure of the canon until the last century. The Old Testament emphasizes that
while the nation of Israel constitutes God's chosen and holy people, the nation was
blessed by him in order for all nations to be blessed through them. God's intention to
bless all the nations of the earth is obvious not only in the call ofAbram but also in the
inclusion and assimilation of foreigners into the people ofGod. Women such as Rahab
and Ruth serve as perfect examples. The Psalms have a recurring emphasis on salvation
for all the nations of the earth and stress God's loving-kindness shown to all creation.
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Isaiah has much to say about the inclusion ofmarginalized people groups. Finally, the
book of Jonah forms a polemic against the narrowly defined vision and interpretation of
God's salvation only for the nation and people of Israel.
Jesus's life manifests the missional nature ofGod through his Incarnation as well
as in his words and actions throughout his ministry. The Father sent the Son so that those
who are alienated fi-om God may see and follow him. The tenor ofhis ministry was
invitational to everyone he encountered, particularly to those who often found themselves
outside the social boundaries of the acceptable culture. Jesus's association with unlikely
people is evident in his choice of disciples, spending time with tax collectors and sinful
women, healing those who were ritually unclean, and including children in the sphere of
his ministry. The words and stories Jesus used mark his ministry as one of radical
inclusion. From his initial articulation of the purpose of his ministry in his hometown of
Nazareth to the kind words spoken to a thief on a cross, Jesus defined his ministry in
terms of reaching those on the outside of the community of faith. Parables such as the
Good Samaritan, the lost sheep, the feast for the lame, crippled, and blind, and the story
of the sheep and the goats point to God's mission of saving a world without hope. Jesus
defined himself in terms of the mission given to him by the Father, and he defined his
followers as those who joined him in the mission of reaching out to the ends of the earth.
Jesus commissioned the early Church to carry on his redemptive mission, and the
power of the Holy Spirit came on the Church at Pentecost to equip them for that mission.
In the years following Pentecost, the Church experienced numeric and geographic
explosion in growth even amidst intense persecution. The Pharisee Saul became Paul and
was God's primary messenger to the Gentiles. God used Peter to batter down racial and
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cultural barriers when Peter's ministry took him to the household ofCornelius. The
successful resolution of the crisis of the Judaizers in the early Church settled the fact that
the gospel was meant to cross ethnic and cultural barriers.
By the second and third centuries, the Christian movement was growing
throughout the Roman Empire and sometimes beyond it. Christians held together
practicing evangelism and concerned service on behalfof the poor. Examples of feeding
the hungry, clothing the naked, and taking care of the sick abound. Christians founded the
first hospitals in the fourth century. Even so, a general drift away from the Church's
missional moorings began under the Emperor Constantine's influence and continued
through the Middle Ages, especially with the advent of a series of crusades. This general
drift continues to the present but with powerful reminders periodically ofwhat the
Church should be. These reminders often come from leaders and movements outside the
center of the church hierarchy and power structures. A few examples are Francis of
Assisi and his followers, Martin Luther and the beginning of the Protestant Reformation,
John Wesley and the Methodist movement, and William Booth and the founding of the
Salvation Army.
By tracing the development of a full-bodied missional theology throughout the
Scriptures and its fleshing out through history. Chapter 2 moves to consider difficulties
associated with changing a church to become more missional in orientation and practice.
These difficulties include a reduction of the gospel in various facets of the life of the
church, the need to engage with people in the culture, the particular gifts needed in the
primary change agent, and the sociological forces that mitigate against change within
religious bodies.
Russell 13
Description of Project
This case study describes a process of change in a local church in need of
transformation in the area ofmissional service. Several steps are involved in this process.
The initial step entails an assessment period to establish a baseline ofmissional attitudes
and activities. During this time, 1 gathered information concerning missional attitudes,
giving, and behavior. 1 collected statements concerning people in need, attitudes about
local agencies that help the poor, and how people felt in general regarding world
missions. I recorded amounts ofmoney given to special missional offering or items that
the church gave to people in need. I took special note of activities that involved a
sacrifice of time with those who are marginalized, like people serving in a soup kitchen,
or helping at a food pantry, or building a Habitat home. As the participant observer, 1
recorded these and other observations in a field research notebook. 1 interpreted the
meaning of the observations as I collected the data. Another way I measured the baseline
ofmissional attitudes and activities was by distributing a simple questionnaire to youth
and adults who attend regularly. Participants completed the questionnaire in October
2005. 1 employed a third source as well: semi-structured interviews with key informants.
I chose mostly people of influence in the congregation: five fi-om the Administrative
Council, five fi-om the church at large, and five from the Vision Team.
Concurrent to the time fi-ame of establishing the baseline ofmissional attitudes
and activities was the first step in the change process�creating a sense of urgency. I
communicated urgency through sermon series, regular committee meetings, and informal
contact and supervision ofpaid staff. In this step, as well as in the other steps of the
change process, 1 recorded observations and interpretations in the field research
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notebook.
During this time the church also held a series of regional "home meetings" to
gather the hopes and dreams of the congregation. The church held eight meetings, and
those who came represented a good cross-section of the congregation. I took notes at
each meeting, and a "lay scribe" took notes as well to ensure that we had an accurate
representation ofwhat people said. These notes became the basis for conversations about
the future direction of the church.
On 26 October 2005, the Administrative Council sanctioned the formation of the
Vision Team in order to imagine ministry for the future. The Nominations Committee
identified prospective members of this team based on Christian integrity, influence in the
congregation, and gifting around visioning and managing. The team met for a period of
six months, January-June 2006, once a month. I communicated to prospective members
that attendance at each event and meeting was expected, and trust and teamwork would
be of paramount importance.
As the Vision Team continued to meet, a vision and plan for the church and its
ministry began to emerge. The work of this group included the formation of six core
values for the church. They also made three major recommendations to the
Administrative Council: to create a new worship service in a new style to reach people in
the community, to become more financially healthy by dealing aggressively with the
church's debt, and to improve and deepen discipleship for all ages.
In July 2006, the Vision Team and the Administrative Council had a retreat
together to share the vision emerging from the Vision Team with those serving in formal
leadership positions. Emphasis was on coming to overall consensus in order to move
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forward in communicating the new aspects of the church's vision with the larger
congregation. The Administrative Council reordered the priorities of the Vision Team's
three recommendations and decided that the church needed to deal with the issue of its
debt before any other major undertakings. In response to this need, the church conducted
a capital campaign to reduce the debt through the guidance of a consulting company. This
major financial intervention took place over the course of the next year, climaxing with
Commitment Sunday in May 2007.
Several missional interventions developed during this time fi-ame, the most
notable being two short-term mission trips involving twenty participants from the
congregation. Fourteen people traveled to Tijuana, Mexico, in August 2007. Six people
traveled to the Navajo Nation in New Mexico, in October 2007. Each team shared in
powerful ways during worship services following the mission trips.
Near the end of the time frame of the study, a "second service team" formed to
conceptualize and strategize the creation of a new worship service. The team formed in
June 2007. Their work was still in progress by the end of the timefi-ame of the study,
although they were nearing the point ofbringing a recommendation to start a new service
to the Administrative Council for approval.
A period ofmissional assessment followed these interventions in October 2007. 1
redistiibuted the survey to the congregation and compared the results in risk-taking
mission with the pretreatment assessment. Twenty-four months elapsed between the
pretest and posttest. I also conducted semi-structured interviews with the same leaders as
before with one of the original fifteen deciding not to participate.
Cultural markers that I used to assess effectiveness of the interventions included
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several different areas. Evidence pointing to a shift in risk-taking service included any
changes in behavior in the congregation in the way they endeavored to meet the needs of
those outside the walls of the church. Increased ministry to at-risk populations such as the
elderly, prisoners, children, and the poor was ofparticular interest to me. Other evidence
included statements people made about being engaged in meaningful ministry. I paid
close attention to people who articulated a change in attitude toward the less fortunate in
the community or who overcame fears about ministering to people in trouble or in need.
Statements indicating a shift from egocentrism to an others orientation also formed part
of the body of evidence. Giving patterns in the area ofmissions were also considered as
important evidence to assess the change. Greater financial support of risk-taking
ministries gave grounds to believe that the changes were extending to wallets and
pocketbooks. Another way to measure greater missional impact was the identification of
growing relationships with people outside the church. I assumed that if Christians were
reaching out to those in need by engaging in mission and by sharing about Jesus Christ,
the numbers of stories of changed lives would multiply. In the area ofpurpose and vision,
I considered shifts from an inward to an outward focus to be evidence of a greater
missional awareness. Finally, I was interested in shifting perceptions of those in the
community concerning the church. Such shifts included different levels of recognition:
whether those in the community even knew about the church or, if they did, what the
church was generally known for. 1 envisioned that as the Christians in the church engaged
people meaningfully, greater numbers of people would know about the church and
respond in a positive manner.
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Methodology
This project was a qualitative case study with a quantitative component of survey
research. Field notes recording researcher observation formed the basic research tool,
supplemented by semi-structured interviews with key informants and the administration
of a pretest and posttest questiormaire to measure changes in risk-taking mission and
service.
Subjects
The subjects of this study were primarily the leaders of Forest Park United
Methodist Church. I emphasized two leadership groups throughout the study: the
Administrative Council and the Vision Team. I also assessed growth in missional
attitudes and behaviors of the congregation on a more limited scale. I gave specific
attention to the frequency and types ofmission teams and ongoing ministries that
developed during the change process. Another indication ofmissional growth included
the amount budgeted for developing and maintaining missional ministries.
Variables
The independent variable of this project is the implementation of the change
process and the interventions associated with that process. The dependent variables are
the changes in attitudes and actions in the area ofmissional service in the congregation.
The intervening variables include the life cycle of the congregation, the longevity of
attendance at Forest Park, and personality types in respect to risk taking and risk
aversion.
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Instrumentation
I used three different instruments for recording information. First, I kept a field
research notebook that became the basis for creating a thick description of the case. Each
entry recorded the date of the event, the person or group involved, the setting in which
the event took place, my observations, and the interpretation ofwhat happened. Second, I
developed questions for one-on-one interviews of key informants before and after
treatment. I used Protocol A in 2005 and Protocol B in 2007 (see Appendixes A and B).
These questions formed the backbone of each interview, but the format was flexible
enough to allow the respondent to take the conversation in different ways. Third, I used a
nine-item pretest and posttest questionnaire concerning risk-taking mission and service.
Respondents answered according to a five-point Likert scale.
Data Collection and Analysis
I recorded key events, conversations, and decisions in the field research notebook.
Interpretation of the data immediately followed observation. As the body of information
grew, I organized data around major themes that emerged, assigning codes to each
category. In relating the case, I assigned pseudonyms to those involved to maintain
confidentiality.
I interviewed fifteen key informants at the beginning of the study and fourteen at
the end. I chose five from the Administrative Council, five fi-om the Vision Team, and
five from the congregation at large (one of the latter decided not to follow through at the
end of the study). 1 recorded each interview by means of a tape recorder. Text of the
interviews was transcribed and then returned to those interviewed to allow them to verify
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information. As in the field research notebook, I made note ofmajor recurring themes. I
ensured confidentiality by assigning codes to each respondent in the transcripts.
Concerning the pretest and posttest questionnaire, I mailed questionnaires to each
active person in the congregation fourteen years and older. I defined "active" as attending
worship two times a month or more on average. Cover letters accompanied the
questionnaires (see Appendixes D and E), giving instructions about filling out and
returning the questionnaires. I ensured confidentiality by instructing respondents to create
a code based on the last four digits of their social security numbers and the first letter of
their mothers' maiden names. Compliance with these instructions allowed me to track
changes in specific individual responses while protecting their identity.
Delimitations and Generalizability
This study focused on leadership in Forest Park United Methodist Church in
Lima, Ohio. Conditions leading up to this study included the long tenure of a previous
pastor without much inner-congregational conflict and the beginning ofmy tenure as
pastor. The study began in July 2005 and ended in October 2007. While the study is thus
limited in scope to one particular congregation in a certain time fi-ame of its lifespan,
congregations with similar constituencies and challenges may be able to adapt some of
the principles and bring them to bear in their own contexts.
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Overview of the Study
Chapter 2 establishes the foundational review of literature in the area of the missio
Dei (mission ofGod) as seen in the breadth of Scripture and history, missional theology,
and leading organizations through large-scale change. Chapter 3 presents the
methodology. Chapter 4 reports the findings of the study. Chapter 5 provides analysis of
the results and a discussion of the study as a whole.
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CHAPTER 2
LITERATURE
Paradigms are both powerful and limiting. They are a way to perceive reality
through an agreed-upon set of rules or boundaries. Thomas S. Kuhn discusses the role of
paradigms in the history of scientific thought. He explains that paradigms are "firmly
embedded" in education for the sciences, and as a result "come to exert a deep hold on
the scientific mind" (5). He characterizes most research "as a strenuous and devoted
attempt to force nature into the conceptual boxes supplied by professional education" (5).
Paradigms are powerful because they make sense of the world. They allow adherents to
start with a set of assumptions that need not be constantly defined or defended within
certain professional circles. Research can progress cumulatively within a given paradigm
because the paradigm provides "the foundation for its fiirther practice" (10). In Kuhn's
language, they solve puzzles (36) rather than produce novelties (52). The vast majority of
scientific enquiry constitutes the "mop-up work" after a new paradigm is established
(24).
Nevertheless, paradigms are also limiting. Periodically anomalies that do not fit in
well with the reigning paradigm confront practitioners. Those firmly within the paradigm
have difficulty perceiving the anomalies because the paradigm preconditions what
scientists observe and what they do not. The paradigm "is a prerequisite to perception
itself What a man sees depends both upon what he looks at and also upon what his
previous visual-conceptual experience has taught him to see" (Kuhn 113). When
practitioners do perceive the anomalies, they typically engage in defensive measures such
as explaining them away or by making minor changes to the reigning paradigm in order
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to account for the new information. The defense of the status quo continues until the
anomalies become too troubling and a new paradigm emerges that makes better sense of
the data. Kuhn stresses that a true paradigm shift is a revolution in the sense that it is a
creation of a new worldview. They are "non-cumulative developmental episodes in which
an older paradigm is replaced in whole or in part by an incompatible new one" (92).
Borrowing Kuhn's idea, the movements of church growth, church health, and the
missional church ftmction as three competing paradigms to turn around the decline of the
church in North America. Over last forty years, these paradigms shocked the more staid
and complacent traditional churches out of their preferred mode ofbusiness-as-usual
ministry. The church growth movement came out of the thinking of founding father
Donald McGavran in the 1960s and 1970s. George G. Hunter, 111 is an instructive guide
in summarizing the key components and contributions of this movement. They include
� recovering the "main business" of the church, which is not primarily
serving the needs of the existing communities ofChristian faith, but rather reaching "pre-
Christian" people groups for Jesus Christ.
� critically looking at the effectiveness ofprominent methods in evangelism.
Evangelism is not merely preaching to bring someone to the point of conversion, but it is
about intentionally making new disciples. McGavran was not satisfied with what most
church leaders assumed to be effective but with what actually did reach people.
� assessing the traditional activities ofprominent mission agencies.
McGavran encouraged agencies to think more strategically about reaching their
objectives in world mission.
� studying methods of field research to inform the disciplines ofmission and
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evangelism. McGavran studied hundreds of churches to ascertain why some churches
grew and others did not ("Church Grows" 1).
A second paradigm emerged as a challenge to the church growth movement in the
1990s with the publishing ofNatural Church Development by Christian A. Schwarz.
Schwarz reacted negatively to some of the assumptions and methodology of the church
growth movement, especially its emphasis on numbers and church prototypes. Schwarz
used incendiary phrases such as "Away with technocratic thinking" (6) and
"demythologizing church growth" (16). He likened the methods of church growth to
trying to pull a cart on square wheels (6). Schwarz argued for a "principle-oriented
approach," rather than an approach based on model churches (16-17). He identified
several characteristics that could be tested and used to discern the relative health of a
congregation. His work describes eight "quality characteristics":
1. Empowering leadership.
2. Gift-oriented ministry.
3. Passionate spirituality.
4. Functional structures.
5. Inspiring worship service.
6. Holistic small groups.
7. Need-oriented evangelism, and
8. Loving relationships.
His study concluded that when all of these eight characteristics are present in a
substantial measure in churches, those churches are growing (39).
Church growth advocates and church health proponents have shown a tendency to
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bicker in the last few years, but in actuality they share many of the same characteristics as
they perform a critical function in renewing the church. They both try to identify and
remove factors inhibiting the effectiveness of churches in reaching out to new
populations. They both seek a full-bodied commitment to evangelism in the local church.
They both emphasize the need formobilizing the laity in a strong partnership ofministry
with clergy. Both sincerely hope to encourage the church in the pursuit of its mission
(McKee 63). They debate because paradigms are both powerful and limited. Some
perceive the power of their paradigm and have a hard time seeing its shortcomings.
Others mainly perceive the limitations and are dissatisfied with work that seems
incomplete or incorrect.
A third paradigm has been gaining momentum most recently: the missional
church paradigm. The missional church pushes beyond the previous paradigms in its
treatment of the nature and task of the church. With any paradigm shift, the temptation is
to understate the significance and truth of the prior paradigms in favor of the most recent
one. Bill Easum falls into this temptation in sections of his book. He writes, "The basic
purpose ofChristianity is to be with Jesus on the mission field.. . . The purpose of
Christianity has nothing to do with health or growth" (10). A better approach may be to
acknowledge the debt to church growth and church health because they have been a
reinvigorating force in the effort to revitalize the old mainline churches. The missional
church does offer a significantly different approach in thinking about what the church is
and is supposed to be about. The following section discusses the biblical theology of the
missional church. The initial focus is on the scriptural emphasis of a God who continually
reaches out to humanity. The summary ofmissional church thought draws upon two main
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sources: Missional Church: A Vision for the Sending of the Church in North America,
written by Darrell L. Guder and others, and The Continuing Conversion of the Church,
written by Darrell L. Guder. I then move from a biblical analysis ofmissional thought to
the history of the Church with several examples of how missional movements renewed
the Church.
The Missional Church: A Biblical Theology
The missional church paradigm insists that the church exists for the benefit of
those who are on the outside looking in. Such a view flows out of the self-giving love of
God; missional church thought is rooted in the nature and action ofGod. More
specifically, the doctrine of the Trinity is the starting point in comprehending the
missional purpose of the church. God is a sending God. "God is ... in his very essence a
missionary God" (Seamands, Ministry 88). If the church is to reflect the character and
action ofGod, then it will be like God in that it sends out its members to join in God's
saving activity in the world:
We have come to see that mission is not merely an activity of the church.
Rather, mission is the result ofGod's initiafive, rooted in God's purposes
to restore and heal creation. "Mission" means "sending," and it is the
cenfral biblical theme describing the purpose ofGod's action in human
history. (Guder et al. 4)
David J. Bosch expresses mission in this way: "To participate in mission is to participate
in the movement ofGod's love toward people, since God is a fountain of sending love"
(390).
Missio Dei in the Old Testament
The missio Dei (mission ofGod) theme runs throughout the entirety of Scriptures.
As a direct result of the Fall in the Garden ofEden, God began a quest to restore and
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reclaim the broken relationship with humanity. God's dealings with the people of Israel
were not simply to benefit their nation. Their mission was to become a light for the
Gentiles�a bridge for those who were far away from God.
This mission is evident as early as the call for Abram to leave his country and go
to the land God would show him. God makes some memorable promises that become the
basis for the Abrahamic covenant:
1 will make you into a great nation and 1 will bless you;
I will make your name great, and you will be a blessing.
I will bless those who bless you, and whoever curses you I will curse;
and all peoples on earth will be blessed through you. (Gen. 12:2-3, NIV)
At the very outset of the nation of Israel is a call to bless all the peoples on earth. Indeed,
the purpose ofhaving a name made great is to be a blessing. As these promises repeat in
subsequent pages, the reminder that blessing is to come through the nation of Israel
follows hard on the heels of the promises of descendants and land (cf 1 8: 1 8; 22: 1 8).
The same form of this promise is repeated in turn to Abraham's son, Isaac (26:4),
and grandson, Jacob (28:14). In other words, God blesses this family with numerous
descendants and land for the purpose ofbringing blessing to all people, and this intent
endures throughout subsequent generations. While much of the history of Israel concerns
hostility with surrounding pagan cultures, the reader should not forget that behind all the
conflict is the understanding that one day blessing will come through the nation to all
nations. In the New Testament, Paul picks up on this aspect of the Abrahamic blessing,
saying that the Scriptures predicted that God would reconcile the Gentiles through a faith
like Abraham exhibited (Gal. 3:8-9).
One can see the missional nature of the Old Testament on occasions when aliens
become part of the people ofGod. For example, Rahab, the prostitute in Jericho, gives
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the spies of Israel a place to hide (Josh. 2). In payment, the Israelites spare her family
when they take the city. The story concludes with a memorable sentence in 6:25: "But
Joshua spared Rahab the prostitute, with her family and all who belonged to her, because
she hid the men Joshua had sent as spies to Jericho�and she lives among the Israelites to
this day [emphasis mine]." Rahab's name appears several times in the New Testament.
The genealogy from Abraham to Jesus Christ mentions her (Matt. 1 :5). Hebrews 11:31
and James 2:25 also mention her, acclaiming her great faith in God. Ruth is another good
example. Ruth is a Moabite, but because of her dedication to her mother-in-law Naomi,
she returns with her to Israel. She marries Boaz, and like Rahab, the genealogical record
in Matthew 1 mentions her. These two instances are significant because they show the
beginning of the radical inclusion of God that becomes much more accentuated
throughout the ministry of Jesus (Green 58-59).
Even so, the radical inclusion of people in God's widespread grace does not come
on people's terms but on God's. As inclusive as the love of God is for every person,
God's character of holiness introduces an exclusionary element. Leviticus 1 1 :44 says, "1
am the Lord your God; consecrate yourselves and be holy, because 1 am holy." As Mary
Douglas explains in her interpretation of this passage, holiness entails keeping things
separate. "Holiness means keeping distinct the categories of creation. It therefore
involves correct definition, discrimination and order" (67). Leviticus classifies people as
being unclean for reasons of skin diseases, discharge ofbodily fluids, touching unclean
things, and consuming unclean animals (Sprinkle 637-40). Holiness is more than the
ritual avoidance of that which is unclean. Holiness is acting within the boundaries of
God's directives. Holiness is being in conformity with the character ofGod. The
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language of cleanliness takes on moral overtones in countless passages. Examples of such
passages include Psalm 51 when David asks to be cleansed with hyssop, part of the
purification for one healed of a skin disease, after committing adultery and murder. In
Isaiah 6:5, Isaiah calls himself a "man of unclean lips" coming from "a people of unclean
lips." Ezekiel likens the sin of the nation to a menstruating woman in 36:17 (653). God's
mission to save humanity does not negate the call to emulate his character ofholiness. As
such, the people of God are set apart as "God's chosen people, holy and dearly loved"
(Col. 3:12). The writers of the Old Testament usually portray other nations in an
unfavorable light. They form a contrast to the faithful nation of Israel, and they become a
snare to Israel in immorality and idolatry.
Nevertheless, even in times of intense conflict, the promised blessing that comes
through the faith ofAbraham holds. For instance, when young David answers the taunts
of the giant Goliath, he says, "Today 1 will give the carcasses of the Philistine army to the
birds of the air and the beasts of the earth, and the whole world will know that there is a
God in Israel [emphasis mine]" (1 Sam. 17:46). Even in the heat ofbattle, the people of
God have some awareness that Israel enjoys a knowledge and relationship with God
about which the world should know. "The purpose ofDavid's victory is not simply to
save Israel or to defeat the Philistines. The purpose is the glorification ofYahweh in the
eyes of the world" (Brueggemarm, First and Second Samuel 132).
Several of the Psalms exhibit an awareness that salvation is ultimately for all the
nations in the earth. Psalm 67 is an example:
May God be gracious to us and bless us
and make his face shine upon us,
that your ways may be known on earth,
your salvation among all nations.
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May the peoples praise you, O God;
may all the peoples praise you.
May the nations be glad and sing for joy,
for you rule the peoples justly
and guide the nations of the earth, (w. 1-4)
The psalmist seems to be writing with a conscious intent to bring the Abrahamic
covenant to mind. The writer ties blessings on the nation to God's ways being known on
earth and his salvation among the nations. Praise is forthcoming from the peoples of all
nations because God rules all with justice and guides each nation according to his good
purposes.
Psalm 98:2-3 is similar in that it ties God's faithfulness to Israel with the nations
knowing his salvation. "The Lord has made his salvation known and revealed his
righteousness to the nations. He has remembered his love and his faithfulness to the
house of Israel; all the ends of the earth have seen the salvation of our God."
Psalm 145 has an even stronger recurring emphasis on God's love for all of
creation. The psalmist does not condition favor with God to racial and ethnic purity but
rather to the cries of those who are desperate and bowed down:
The Lord is faithfiil to all his promises
and loving toward all he has made.
The Lord upholds all those who fall
and lifts up all who are bowed down.. . .
The Lord is righteous in all his ways
and loving toward all he has made.
The Lord is near to all who call on him
to all who call on him in truth.
He fulfills the desires of those who fear him;
he hears their cry and saves them. (13-14, 17-19)
Grace and mercy are not new developments in the New Testament; rather, they are a
continuation of the loving-kindness that God shows to humanity throughout all ofhistory.
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Isaiah has some powerful sections about the inclusion ofmarginalized populations
in the kingdom, especially toward the latter part of the book. The Lord speaks in 49:6:
It is too small a thing for you to bemy servant to restore the tribes of
Jacob and bring back those of Israel I have kept. 1 will also make you a
light for the Gentiles, that you may bring my salvation to the ends of the
earth.
God's people were reducing God's mission and plan only to those who belonged to their
nation. Too many of the chosen people were content to keep the blessing ofGod for
themselves, but this hoarding of the blessing is not how God's blessing works. It is meant
to be shared even to the ends of the earth.
Perhaps the climactic passage ofGod's radical inclusion occurs in Isaiah 56:3-8:
Let no foreigner who has bound himself to the Lord say,
"The Lord will surely exclude me from his people."
And let not any eunuch complain,
"I am only a dry free."
For this is what the Lord says:
"To the eunuchs who keep my Sabbaths,
Who choose what pleases me
And hold fast to my covenant�
To them I will give within my temple and its walls
A memorial and a name
Better than sons and daughters;
I will give them an everlasting name
That will not be cut off.
And foreigners who bind themselves to the Lord to serve him,
to love the name of the Lord,
and to worship him,
all who keep the Sabbath without desecrating it
and who hold fast to my covenant�
these I will bring to my holy mountain
and give them joy in my house ofprayer.
Their burnt offerings and sacrifices
Will be accepted at my altar;
Formy house will be called
a house ofprayer for all nations.
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In this passage, God gives two traditionally marginalized and excluded kinds of people
places ofhonor and prominence among his people and with himself Eunuchs would have
been considered physically and ritually unfit to gain access to the temple at all, but in this
passage, they are called better than sons and daughters and given a memorial within the
temple itself (Brueggemann, Isaiah 170-71). Foreigners would likewise be kept at a
distance, but in this passage they are brought to the holy mountain to God's house of
prayer. Jesus quotes these verses during his ministry, hinting as to why he is enraged with
the state of the outer courtyard in the temple (Gaebelein 727-28).
The book of Jonah rounds out this treatment of the missional character of the Old
Testament. Jonah is a polemic against the narrow-mindedness and parochialism of the
Jewish nation during that time. The writer could hardly have picked a more hated city
than Nineveh, the ancient capital ofAssyria. As the story goes, God calls Jonah to go to
Nineveh in order to warn them of the coming destruction and turn them toward
repentance. Jonah is a reluctant prophet, fearing that if he preaches in Nineveh, God will
forgive them rather than punish them. His fear is justified. God does forgive them when
they repent and turn to him. The book ends with one of the most memorable questions in
the Bible. God asks Jonah, "Should I not be concerned about that great city?" (Jon. 4: 1 1).
God extends his love and forgiveness even to the greatest enemies ofhis chosen people if
only they will humble themselves before him and ask forgiveness. The New Testament
continues this theme of radical inclusion, especially with the Incarnation and the ministry
of Jesus.
Missio Dei in the Person and Ministry of Jesus
With the Incarnation of Jesus Christ comes a significant development in God's
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mission and plan to restore humanity to a proper relationship with him. In the Old
Testament, God sent the prophets to speak a redeeming and correcting word to his
people. In the Gospels, God sends his very own Son, the second member of the Trinity.
First John 1:1-3 describes the nature of God's coming among his people:
That which was from the beginning, which we have heard, which we have
seen with our own eyes, which we have looked at and our hands have
touched�this we proclaim conceming the Word of life. The life appeared;
we have seen it and testify to it, and we proclaim to you the etemal life,
which was with the Father and has appeared to us. We proclaim to you
what we have seen and heard, so that you may have fellowship with us.
And our fellowship is with the Father and with his Son, Jesus Christ.
The emphasis is clearly on the physical presence of the coming of the Son ofGod�a
person heard firsthand, seen by one's own eyes, and touched with one's own hands. As a
result of his coming, people are able to have fellowship with him and with God the Father
if they will listen to the testimony about him and appropriate it in their lives.
As Jesus was coming into the city of Jerusalem the week ofhis crucifixion and
resurrection, he came amidst the shouts of acclaim and affirmation from the crowds
gathered there. His opponents, the Pharisees, sulked in the background saying, "See, this
is getting us nowhere. Look how the whole world has gone after him!" (John 12:19).
Ironically, their exclamation is a succinct summary of the unfolding missio Dei. God
sends his Son in order that the world might see him and follow (Barclay, Gospel ofJohn
138).
Jesus himself states his mission and intent in John 3:16-17:
For God so loved the world that he gave his one and only Son, that
whoever believes in him shall not perish but have etemal life. For God did
not send his Son into the world to condemn the world, but to save the
world through him.
Jesus came to express God's love and to save the world.
Russell 33
The Incamation describes not only the manner of his coming, but it also
prescribes the manner and character of the ministry of the Church to the worid. The
Church is to be incamational, just like Jesus. Guder writes, "Therefore, when we seek to
work through the implications ofChristian mission, or sentness, for evangelistic ministry,
we can never move far from the One who is sent and who sends, the risen Lord" (48).
The Incamation is by its very nature particular. Jesus comes at a particular time and place
to a particular people. His hicamation sets the tone for the particularity of the ministry of
the Church. "[BJecause the joyfiil news is about God's mission, God's loving intentions
for all creation, it is fundamentallymissionary in nature, universal in scope, and,
necessarily, franslatable into the particular" (81).
Jesus describes his ministry in terms of incamation when he compares his
followers to salt and light (Matt. 5:13-16). Both of these images are about penetration.
Salt penefrates and flavors meat and acts as a preservative. Light penefrates darkness and
allows everyone in the house to see. The Incamation is an invitation to all who will listen
to come and join God in his mission to reach humanity.
Jesus's ministry is invitational through and through, epitomized by his words in
Matthew 1 1 :28-29: "Come to me, all you who are weary and burdened, and I will give
you rest. Take my yoke upon you and leam from me, for I am gentle and humble in heart,
and you will find rest for your souls." According to human standards ofpropriety, God's
inclusion and preference for certain people is nothing short of scandalous. The tone is set
early in life. Jesus is bom to a poor teenage girl, engaged to be married to a working-class
carpenter. The humble origin is a dirty stable with a feeding frough for a cradle. The
angels herald his coming, but their announcement comes not to the rich and powerful
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rulers of the nation, or even to the religious intelligentsia, but rather to "shepherds living
out in the fields nearby, keeping watch over their flocks by night" (Luke 2:8). Magi come
from the East to visit the toddler and to bring gifts. Although Christians commonly refer
to them as the three kings. Scripture gives neither their number nor information regarding
their royal status (Green 66). The shocking reality is that Gentile astrologers are the
protagonists in the narrative, while the ruling king of the nation acts the part of the hated
villain.
God's concem for those who have been marginalized continues with regularity
throughout the pages of the Gospels, recounting Jesus's friendship and favor with the
unlikeliest kinds ofpeople. The makeup of Jesus's disciples and closest friends would
have been shocking to the religious elite. Lowly uneducated fishermen and political
zealots became disciples. The Scriptures tell of the stir created when Jesus called the tax
collector Matthew to join his band of followers. He goes to Matthew's house and eats
with him, along with many other tax collectors and notorious sinners. When the Pharisees
question why Jesus is keeping company with obviously disreputable people, he replies,
"It is not the healthy who need a doctor, but the sick. But go and leam what this means: 'I
desire mercy, not sacrifice.' For I have not come to call the righteous, but sinners" (Matt.
9:12-13). Similarly, when passing through Jericho, Jesus sees Zacchaeus, the hated tax
collector, and tells him that he is going home with him to eat. The crowd begins to
mutter, "He has gone to be the guest of a 'sinner.'" Zacchaeus has a turnabout of
character, promising to do more than required for making restitution to anyone he has
cheated. Jesus replies, "Today salvation has come to this house, because this man, too, is
a son ofAbraham. For the Son ofMan came to seek and to save what was lost" (Luke
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19:5-10).
Repeatedly throughout the gospels Jesus shows mercy and kindness to people
who were social pariahs, and usually this mercy befuddled or enraged those who held
religious power. Luke 7 recounts the compelling story of a "woman who had lived a
sinful life" who came to meet Jesus at the house of a prominent Pharisee named Simon.
She was probably a prostitute, although the text does not say exactly what is meant by "a
sinful life" (Barclay, Gospel ofLuke 94). She is distraught, and she stands behind Jesus
crying. Her tears begin to drop on his feet. A respectable woman would have had her hair
bound up in public, but this woman either did not care about the cultural taboo because
she had no pride left or she was so beside herself that she was not thinking about what
would be respectable. She starts to dry Jesus's feet with her hair, and then she pours
perfume on them. Any guests at the party would no doubt have been uncomfortable. The
woman was making a scene, and Simon thought to himself that Jesus must not be much
of a prophet if he were allowing such a woman to touch him. Jesus is unperturbed by her,
but he is highly perturbed by Simon. He tells Simon a parable about two men who are
forgiven a debt�one a large amount and the other a small one. He asks Simon which
man would love the forgiver of the debt more. Simon answers the one who has been
forgiven more. Jesus then applies his story to Simon and the sinfiil woman. Simon had
neglected the basic duties of a host when Jesus came as his guest, but the woman was
showing him inordinate love and sacrifice (93). He concludes, "Therefore, I tell you, her
many sins have been forgiven�for she loved much. But he who has been forgiven little
loves little" (Luke 7:47). Jesus redefines the boundaries of the kingdom of God. Some
find their way into the kingdom because of Jesus' scandalous grace. Others exclude
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themselves from receiving God's grace because of their self-righteousness. The self-
righteousness and judgment of Simon typify an unholy attitude that God's holiness
cannot or will not countenance. The woman's passion and humility impress Jesus more
than Simon's correct keeping of the letter of the Law.
Jesus's inclusion extended to those who were ritually unclean because of skin
diseases and other ailments. At the conclusion of the Sermon on the Mount, a man with
leprosy comes and kneels before Jesus, asking for healing. Jesus reaches out his hand and
touches the man, instantly healing him. The Law made clear that by doing so, Jesus was
unclean like the man with leprosy, but his power worked in reverse. Instead ofbeing
unclean and contaminated himself, his healing makes the unclean man clean (Gaebelein
198). This act ofhealing would have had far-reaching effects in the man's life, not only
to be free from an awfiil disease but also to be included in the community once again
(Matt. 8:1-3).
Children are always on the margins of societies because of their relative state of
powerlessness. Without fail, Jesus always showed himself responsive and attendant to the
needs of children. On one occasion, the disciples were stopping people from bringing
their children to Jesus for a blessing. Jesus became "indignant" with them and said, "Let
the little children come to me, and do not hinder them, for the kingdom of God belongs to
such as these" (Mark 10:14, 16). Then he took the children in his arms and blessed them.
Jesus's incamational identification with people made itself evident even while he
was dying on the cross. The religious mlers had come by to sneer at him and mock him.
The Roman soldiers taunted him. Even one of the criminals hanging beside him insulted
him repeatedly. The criminal on the other side ofhim recognized something
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extraordinary about Jesus. The criminal, while in the throes of death, asked Jesus to
remember him when Jesus came into his kingdom. Jesus promised him, "I tell you the
truth, today you will be with me in paradise" (Luke 23:43). Those who were looking for
the Messiah were the ones who mocked him while he was dying, but ironically, God
drew a criminal receiving capital punishment into the kingdom.
Jesus's missional hicamation was evident not only in the people with whom he
chose to associate, but also in the words he said and the stories he told. Luke 4 offers a
fascinating account of Jesus's initial ministry in his hometown ofNazareth. The leader
hands Jesus a scroll to read with a passage from Isaiah:
The Spirit of the Lord is on me
because he has anointed me
to preach good news to the poor.
He has sent me to proclaim freedom
for the prisoners
and recovery of sight for the blind,
to release the oppressed,
to proclaim the year of the Lord's favor. (Luke 4: 18-19)
After he reads, he tells them that his ministry is fulfilling these words of Scripture. His
ministrywill include those who are poor, in prison, blind, and oppressed. All goes well
until the people expect to see some kind ofmiraculous proof that Jesus is who he says he
is. He responds with two stories from the Old Testament. He says that no prophet is
honored in his hometown. In a time of drought and famine, many people were in need in
the land, but Elijah came only to a widow who was a foreigner. Likewise, many in the
nation suffered from leprosy during Elisha's day, but only Naaman the Syrian received
healing. By telling these stories, Jesus makes clear that he blatantiy rejects the reduction
of God's blessing and favor only to those who belong to the nation of Israel. He applies
the year of the Lord's favor with a wider brushstroke than the parochialism of the Jewish
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nation. His words enrage his hearers. They drive him to the edge of a cliff, but he walks
through them and goes on his way.
One of the most famous stories ever told is Jesus's parable of the Good
Samaritan. The original shocking effect is lost on many contemporary Christians who are
used to the idea of a Samaritan being good. In all likelihood, Jesus's choice of hero
deeply offended the original audience. A Samaritan was a visible reminder of Judah's
unfaithfulness and subsequent loss of the land through exile. They were racially mixed
and would have been treated with contempt. Through such stories Jesus breaks down the
social barriers of those who are esteemed and those who are despised. Those who should
have helped (religious leaders) crossed to the other side, while a hated Samaritan stopped
and offered loving service (Luke 10:30-37).
Another parable concems a host giving a feast for many invited guests (Luke
14:16-24). One after the other, the guests excuse themselves from the feast. The host
becomes angry and tells the servant to go into the town and bring in all who will come,
"the poor, the crippled, the blind and the lame" (v. 21). The servant complies but comes
back to the host to tell him that more room is available for others. The host then sends the
servant out to the surrounding countryside to bring in all who will come. The point of the
story seems clear enough. The original guests are those who are part of the people ofGod
but who reject Jesus as Messiah. Jesus's ministry restores many who have been excluded
by the powerful and influential people of society, but the Kingdom holds more room even
still. The missio Dei is expanded even further to include those further away, the Gentiles.
Those on the margins come into the feast with gladness, but the original guests exclude
themselves from being seated at their reserved places around the table.
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Jesus's attention turned to socioeconomic barriers with his story of the rich man
and the beggar Lazarus. The rich man lives in luxury, while Lazarus is sick and hungry,
longing for scraps from the rich man's table. Both men die; the rich man goes to hell,
while the angels take Lazarus to heaven. The stattis and roles reverse as the rich man begs
for even a drop ofwater to cool his tongue, but the chasm is too great to cross (Luke
16:19-26). Jesus is taking on the cultural assumption that those who are well off are
blessed, while those who suffer deserve what they receive. Again, Jesus redefines the
boundaries of the kingdom in revolutionary ways.
Jesus tells a powerful story about ninety-nine sheep who stay where they are
supposed to be and one who wanders off. A good shepherd would go off to find the lost
sheep, leaving the ninety-nine. Upon finding the lost one, the shepherd would be happier
about the one than the ninety-nine that stayed. Jesus tells this story in reference to
children (Matt. 18:10-14). He also uses it to refer to tax collectors and "sinners" who
have been found (Luke 15:1-7). Jesus is unwilling to lose even one who has been given to
his care.
The missional character ofmany of Jesus's parables comes to a climax with the
story of the sheep and the goats in Matthew 25:31-46. He tells a parable about the end of
time, when the "Son ofMan comes in his glory." God will gather all of the people from
every nation, and he will separate them into two categories: sheep and goats. The sheep
will spend eternity in heaven, while the goats will go to hell. The sheep are those who
help the less fortunate. The help offered is tangible and immediate. Someone was hungry,
and they gave them food. Someone was thirsty, and they gave a drink. Someone was a
stranger, and they offered a place to stay. Someone was naked, and they gave away
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clothes. Someone was sick, and they looked after them. Someone was in prison, and they
visited them. The someone that is always named is Jesus, the King. These statements
surprise the sheep, but the King explains, "Whatever you did for one of the least of these
brothers ofmine, you did forme" (Matt. 25:40). In contrast, the goats ignore people in
need. The King says to them, "Whatever you did not do for one of the least of these, you
did not do for me" (Matt. 25:45). The basis for judgment is not who belongs to the nation
of Israel or, for that matter, who is a member of the local church. The basis for judgment
is not even grace through faith. It is simply that some helped, and some did not. By living
in a missional way, by including those who are less fortunate in an intimate circle of care,
people reflect the very heart ofGod and enter into the kingdom that has been prepared
since the creation of the world.
In all Jesus's ministry is an awareness that he is not acting on his own but has
been sent by the Father to act on the Father's behalf
For I have come down from heaven not to do my will but to do the will of
him who sent me. And this is the will ofhim who sent me, that 1 shall lose
none of all that he has given me, but raise them up at the last day. (John
6:38-39)
This awareness ofbeing sent by the Father is exemplified most forcefully in Jesus's
submission to endure the cross as the central part of the missio Dei to restore humanity to
right relationship with God. "The Christian message states that the very heart of the good
news that is God's mission is the death of Jesus on the cross" (Guder 41). Jesus could
clearly see what was coming as is evident from his agony in the Garden ofGethsemane,
yet "deliberately and compassionately, Jesus accepts the cup of crucifixion as the final
step in God's mission for the saving of creation" (43). The missional church is based
upon the idea that the God who sent his Son to die on a cross for humanity expects his
Russell 41
Church to participate in a sacrificiallymissional way to further the mandate ofpreaching
to all nations.
Just as the Father sends the Son, so the Son sends those who follow him. "Those
who bear His image are sent to serve His mission, missio dei, in the same way that Christ
was sent to accomplish the Father's purpose" (Minatrea 8). Jesus invites the disciples to
join him in the missio Dei. This invitation is evident in several places, but first in the
original call to the fisherman Peter to follow Jesus: "Don't be afraid; from now on you
will catch men" (Luke 5:10).
This inclusion of the disciples in the missio Dei is present in Jesus's priestly
prayer in John 17:18. He prays to the Father, "As you sent me into the world, 1 have sent
them into the world." In John 20:21-22, as Jesus appears to the disciples, a new element
of this sentness appears: the empowering presence of the Holy Spirit. "Again Jesus said,
'Peace be with you! As the Father has sent me, I am sending you.' And with that he
breathed on them and said, 'Receive the Holy Spirit.'"
Jesus's words about the harvest to the disciples bring an element ofurgency to
their mission. In the story of Jesus's encounter with the Samaritan woman at the well,
Jesus tells his disciples to open their eyes and see the vast fields ready for harvest. "Even
now the reaper draws his wages, even now he harvests the crop for etemal life, so that the
sower and the reaper may be glad together" (John 4:36). hi Matthew 9, the needs of the
crowd pressing in overwhelm Jesus:
When he saw the crowds, he had compassion on them, because they were
harassed and helpless, like sheep without a shepherd. Then he said to his
disciples, "The harvest is plentiful but the workers are few. Ask the Lord
of the harvest, therefore, to send out workers into his harvest field. (Matt.
9:36-38)
Russell 42
He is aware of the dearth ofpeople who are willing to join him in God's mission to
reclaim humanity.
Finally, just before Jesus ascends into heaven, he gives his disciples the
commission to preach in his name for repentance and for the forgiveness of sins. The
disciples are to preach the good news in all nations, beginning in Jerusalem. He then tells
them to wait in the city until they are clothed with God's power (Luke 24:46-49).
Disciples ofChrist are out of step with the missional character of the gospel when they
stay within the walls of the church, ministering in isolation from the needs of people
living without hope. The gospel is less than the gospel when reduced to a good word for
the faithfiil few gathered on a Sunday moming:
The incamation of Jesus Christ is the event that brings about the salvation
of the world and establishes the mission of the church. This event also
defines how that mission is to be carried out. The reductionism of the
gospel in Westem Christendom is confronted by the person and work of
Jesus as both the content and the criterion of the church's witness. For the
church to be and to become Christ's faithfiil witness will require
repentance and conversion. (Guder 141)
Without a conversion to the incamational character ofministry, churches will look for
remedies to their decline in vain and continue to flounder.
Missio Dei in the Early Church
The missio Dei involves each member of the Trinity. Just as God the Father sends
God the Son and God the Holy Spirit, so God sends the Church on a mission to the
hurting world. Stephen Seamands describes this progression with the Father as the first
missionary, sending out his Son, the second missionary, redeeming humanity "through
his life, death, resurrection, and exaltation. The Holy Spirit is the third missionary who
creates and empowers the church, the fourth missionary, to go into the world" {Ministry
88). God's call to the Church to be in mission to the world is rooted in the nature and
Russell 43
activity of the persons of the Trinity.
At the beginning of the book ofActs, Jesus's last words to his gathered disciples
are a promise and a commission: "But you will receive power when the Holy Spirit
comes on you; and you will be my witnesses in Jerusalem, and in all Judea and Samaria,
and to the ends of the earth" (Acts 1 :8). Jorge Acevedo, pastor ofGrace Church in Cape
Coral, Florida, stated at the February 2005 Beeson Institute for Advanced Church
Leadership how pastors can easily be seduced into a Jerusalem-only ministry. He points
to the expanding concentric circles of Jerusalem, Judea, Samaria, and the ends of the
earth, saying that Jesus Christ has commissioned the Church to have a global focus.
While the immediate vicinity is their primary sphere of influence. Christians cannot
forget the commission to reach the nation and the world.
With the coming of the Holy Spirit on Pentecost, the Spirit filled the disciples
with power to share the gospel with all around them. On that day, the Spirit gave them
the gift of tongues so that those in the crowds would be able to hear the gospel message
in their own language. Peter's sermon resulted in the mass conversion of about three
thousand people. Guder sees Pentecost as the culmination of the blessing given to
Abraham: "In Pentecost, there is the continuing formation ofGod's people that was
initiated with Abraham, as he received the blessing in order to bless the nations" (50).
Rapid growth characterized the fledging Christian Church. As the Church grew in
the number of converts in Jerusalem, it also grew geographically through the leading of
the Holy Spirit:
For Israel, the movement of human response to God's claims had a
geographical magnetic point: the holy land, the holy city, the holy
building, the holy of hoUes.... The outpouring ofGod's Spirit,
empowering the first Christian community to become Christ's witnesses,
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exploded the geographical orientation ofGod's work in history in all
directions, into all the world. (Guder 78)
The book ofActs traces this geographic explosion. The martyrdom of Stephen sparked a
great persecution of the Christians in Jerusalem, and Acts 8:1 says that all the believers
except the apostles fled to places throughout Judea and Samaria. Acts 8:4 reports the
general effect: "Those who had been scattered preached the word wherever they went."
God used Philip to share the gospel with an Ethiopian eunuch on the road from Jerusalem
to Gaza. In a vision, Saul, the persecutor of the Church, met with Jesus on the way to
Damascus, and Saul converted to the faith through a powerftil experience ofblindness
and healing. Ironically, God's plan to reach the Gentiles used this staunch defender of
traditional Judaism as the central figure and pillar of the growing Church. God tells
Ananias, the man he sent to heal Saul, that Saul "is my chosen instrument to carry my
name before the Gentiles and their kings and before the people of Israel. I will show him
how much he must suffer for my name" (Acts 9: 1 5-16).
Acts 1 0 records the encounter Peter has with the Roman centurion Comelius. God
gives Peter a vision of ritually unclean animals; God commands him to get up, kill, and
eat them. Peter responds in horror, saying that he has never defiled himself in that way.
God responds, "Do not call anything impure that God has made clean" (Acts 10:15).
Because of this vision, Peter responds to the summons ofComelius and goes with the
messengers to share the gospel with Comelius and his whole household. The barrier
between Jew and Gentile began to cmmble.
This series of stories emphasizes two things. First, Christians are to take this
gospel on the road. The gospel moves out of geographic boundaries rapidly through the
leading of the Holy Spirit. Second, the gospel batters down long-held prejudices. The
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blessing ofAbraham moves outward to all the nations through the power of the Holy
Spirit and the agency of the Church. Of course, the communication of the gospel to all
nations should not lead to anti-Semitism. The reverse is true:
The task of translation always begins with God's self-revelation to Israel.
The Jewish tradition must be clearly acknowledged as the historical vessel
into which God's message had been translated for centuries. But it was no
longer to make that claim as an exclusive one. Rather, in the fulfillment of
the promises made to Israel, the nations would now be brought into the
promise, joined to the covenant, and made part of the expanding and ever
more diverse new Israel in Christ. (Guder 87)
While God gave the Jewish nation the privilege ofbeing the original recipients ofhis
favor, his intent was never to limit his favor to them but to allow them to be the vehicle
through which he would bless the world.
The historic Council of Jerusalem confirmed the way the Church was spreading
among the Gentiles. In doing so, the decision of the influential leaders of the Church kept
alive the missional integrity of the gospel. They avoided a major obstacle that would have
impeded the growth ofChristianity and made it a small sect of Judaism. The writings of
Paul reflect how successful the gospel was in reaching new people for Jesus Christ:
Therefore, remember that formerly you who are Gentiles by birth . . . that
at that time you were separate from Christ, excluded from citizenship in
Israel and foreigners to the covenants of promise, without hope and
without God in the world. But now in Christ Jesus you who once were far
away have been brought near through the blood ofChrist. (Eph. 2:11-13)
In 2 Corinthians 5:18-21, he describes the role of the Christian as that ofbeing an
ambassador for Christ. God has entrusted the Church with a ministry of reconciliation.
preaching the forgiveness of sins and the possibility of new life with him.
Russell 46
Missio Dei from the Second Century to Modernity
The rapid growth ofChristianity in the years following the completion of the New
Testament points to the missional and evangelistic character of the early Church. Risk-
taking mission and service defined Christians as a matter of course, with heavy prices
paid for following Christ and for spreading the gospel. Being a Christian meant
subjection to fierce opposition and persecution, many times with the loss of life.
However, the Church Father TertuUian summarized the ironic effect ofpersecution by
stating, "'[T]he blood ofChristians is seed' (of the church)" (qtd. in Cairns 20). Such a
seed was potent indeed, as the number ofbelievers grew and the message spread
throughout the Roman Empire. Historian Earle E. Cairns asserts that Christians were
present in all the parts of the Roman Empire by the year AD 200. By the year AD 300, he
estimates that 50 million to 75 million Christians were living within the bounds of the
Roman Empire (94).
Early Christians held together the values of evangelism and service. Part of the
Church's identity from the beginning was to take care of those in the community who had
little or no means of support. The Didache, one of the first books for instruction in the
Christian faith, commands Christians to share their resources freely with those in need.
"Never turn away the needy; share all your possessions with your brother, and do not
claim that anything is your own" (qtd. in Batson 52).
However, with the seemingly positive event of the conversion of the Emperor
Constantine in AD 312 came what Alan Kreider characterizes as "a tragic distortion of
the missio dei" (130). Kreider argues that before Constantine, people became Christians
in spite of systemic persecution because of the attractiveness of the transformed lives of
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the followers ofChrist (126). Constantine's conversion and subsequent attempt to unify
the Roman Empire under the sign of the cross affected the church's approach to mission
in profound ways. As Christianity moved from a persecuted group to a legalized and
favored cult, people started to become Christians because of the advantages Christians
enjoyed. Near the end of the fourth century came another turning point as the Emperor
Theodosius began to employmilitary might to advance the kingdom ofChrist. Porphyry,
the Bishop ofGaza, requested military support to raze Gaza's pagan temples. When the
conflict inevitably ensued, troops beat the non-Christians with clubs and the church
forced them to convert. Some Christians protested against this use of force, but the
Bishop responded that ifpersuasion did not work to convert people, God, who "wants to
keep us and not thrust us away, lays upon us his fear and teaching, calling us to
acknowledge what is right for us" (128). Even the great theologian Augustine changed
his mind about the use of force in mission, citing biblical examples of Saul's conversion
on the Damascus road, and the Parable of the Feast where the host tells his messenger to
compel people to come in. Kreider summarizes that "Augustine's rationalization of the
use of force changed mission; violence . . . could now be a legitimate instrument of
mission" (129).
In spite of this tragic shift, Christian social welfare continued to expand
throughout the fourth century. Reaching out to those in need was more than the Church
simply taking care of its own constituency. Christian social welfare included those
beyond the circle of faith. The year AD 368 provides an example of service to those
outside the church when the geographic region ofCappadocia experienced a severe
famine. Bishop Basil of Caesarea called on those with provisions to share them with the
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thousands ofpeople starving to death. He preached a memorable sermon on Jesus's
parable about the rich man building bigger bams for himself:
When I have these new bams filled, you say, then 1 will distribute
something to the poor.. . . What keeps you from giving now? There are no
hungry perhaps? Are your bams not full? Is the price not ready? Is the law
ofGod not plain to you? The hungry are dying before your face. The
naked are stiff with cold. The man in debt is held by the throat. And you,
you put off your alms, till another day. (qtd. in Batson 1 16)
David Batson characterizes the response to the bishop's appeal as "a highwater mark in
the history of social welfare" (114). Christians made provisions available to all, whether
the recipients were Christian or not. Two years later. Bishop Basil founded the first
hospital. Christians founded many hospitals in the years immediately following, mostly
to fill the needs of the poor who had no other recourse. These institutions sometimes
became specialized to meet the needs of different types of people: "orphans, widows,
strangers, sick, and poor" (Pohl 44).
The outpouring ofChristian support for those in need drew praise of friends and
foes. The hostile Emperor Julian, in trying to bring about the supremacy of the Hellenisfic
religion, counseled his high priest to leam from the Christian's practice of charity to all:
For it is disgracefiil that, when no Jew ever has to beg, and the impious
Galilaeans [Christians] support not only their own poor but ours as well,
all men see that our people lack aid from us. Teach those of the Hellenic
faith to contribute to public service of this sort. (qtd. in Pohl 44)
Certainly, Emperor Julian connected Christian service and mission to the less fortunate
with the rapid growth of the movement.
From the fourth and early fifth centuries, John Chrysostom described the relief
efforts of the Christian church in Antioch. They provided sustenance for "three thousand
widows and virgins daily, and, in addition, cared for those in prison, sick, and disabled.
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and those away from their home" (Pohl 46). In addition, Chrysostom founded several
hospitals in Constantinople from AD 400-403 (46).
With the dawning of the Middle Ages came new challenges for the Church to
overcome. The Roman Empire was breaking apart, and great social upheavals and attacks
from migratory people groups came during that transition. During this time, missions
became an effort entrusted to professionals. "Bands ofmonks went out to proclaim the
gospel to the groups to whom ... the pope had sent them" (Caims 171). Not only did the
church hierarchy give the task ofmission over to professionals, but services to the poor
also became more institutionalized and separated from the church. Care for others shifted
from face-to-face encounters to impersonal forms ofpublic service (Pohl 48).
The church increasingly compromised its missional impetus and identity,
especially in regards to the new threat of the competing religion of Islam. Due to
encroachments from Muslim rulers, the church in North Africa ceased to exist, and the
Holy Land was lost. The evangelistic zeal and selfless service of the early church was
largely replaced by aggressive military campaigns against those the Pope declared to be
enemies ofChrist. Beginning with the Council of Clermont and Pope Urban IPs call to
arms to defend Christians and churches existing under the shadow of Islam in AD 1095,
the Roman Catholic Church waged a series of crusades that lasted for 490 years. Initially
the opponents were Muslim kings or regions. Later on, popes declared crusades on non-
Christians living in Central Europe and the Baltic region, heretical movements, and even
other orthodox Christians. The church's drift toward violence culminated in the sacking
ofConstantinople, the center of the Eastern Orthodox Church, in AD 1204.
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Periodically leaders on the periphery had to remind the church of its true
missional calling. One such reminder came from Francis ofAssisi and the order that he
founded. Living in the late twelfth and eariy thirteenth centuries, Francis rejected his
aristocratic upbringing and took a vow ofpoverty and preaching the gospel. His way of
life and teaching formed a protest to the amassing ofwealth and power by the church. By
the year 1217, his small band of followers had grown to five thousand (Lynch 232). In
1219, Francis' sense ofmission led him to take part in the Fifth Crusade to Egypt. While
there, he took the opportunity to go into the enemy's camp and preach the gospel to the
sultan (231). The movement spread from Italy to Spain, France, Germany, England, and
Hungary. Within a century ofhis death, 28,000 people belonged to the order (232).
The example of Francis along with others reinforces the sense that missional
commitment often begins on the periphery and not at the centers ofpower in Christianity.
Alan Hirsch recently put forward this idea ofmission coming from the marginalized
quarters of the faith, acting as a catalyst for renewal of the entire religious organization.
He contends, "[0]ne can even be formulaic about asserting that all great missionary
movements begin at the fringes of the church, among the poor and the marginalized, and
seldom, if ever, at the center" (30). He asserts that while such movements begin on the
periphery, they generally bring missional vitality to the center as well.
Certainly, one can see the Protestant Reformation as a call to the missional
identity of the Church, even though the concept ofmission became extraordinarily
complex. Martin Luther protested against the sale of indulgences because of his
indignation over agents of the church taking advantage of the poor. He wrote of "the poor
folk who are being fleeced by the hawkers of indulgences" (qtd. in Howell 88). His
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concem for the spreading of the gospel led him to translate the New Testament into
German, which he completed in 1534. Coupled with the invention of the printing press,
Luther made the words of the Bible understandable and accessible to the people for the
first time in their lives. Following the Lutheran movement came conflicting definitions of
mission arising fi-om the Anglican, Anabaptist, and Calvinist perspectives.
John Wesley's life and ministry formed a contrast to the prevailing church
practices of his day when he took to preaching in the fields to the poor working-class
people in England. To his critics within the power stmctures of the church, he simply
replied, "The honourable, the great, we are thoroughly willing to leave to you. Only let us
alone with the poor, the vulgar, the base, the outcasts ofmen" (qtd. in Jennings 20). Thus,
Wesley planted a "preferential option for the poor in the work of evangelization" (20) for
the Methodist movement. Wesley fi-equently visited with the poor and commanded those
under his charge to do the same. On occasion, he begged for the poor in the streets. One
story recounts him doing so in London, tmdging through the snow at the age of eighty-
two (21-22).
Later on in the Methodist movement William Booth, the founder ofThe Salvation
Army, mounted another missional protest. Increasingly fi^istrated with the lack of
response on behalfof the poor by the Methodist hierarchy. Booth felt forced to leave the
church to start his own mission. Donald W. Dayton characterizes The Salvation Army as
"the praxeological incamafion of the Wesleyan 'preferential option for the poor'" (87).
As such, the Salvationist movement formed a threat to the established order. Dayton
writes that "around 1880, 669 Salvationists were reported 'knocked down, kicked, or
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brutally assaulted,' 56 Army buildings were stormed, and 86 Salvationists imprisoned"
(88).
In summary, since the days of the early Church to the recent past, certain leaders
and movements have endeavored to call the church back to its original missional
mandate. All of these movements experienced persecution in one form or another, even
while meeting the needs of the most vulnerable in society and in spreading the gospel. A
common thread runs through Christianity of risk-taking mission and service. The church
has times of forgetting its missional call but has also had times of reawakening through
powerful protest movements. The church seems to have a propensity for taming its
original missional fervor, even within movements that leaders initially formed as protests
to the church's drift away from mission. The church needs periodic reminders of its
missional calling and identity in order not to become a shadow of what the church is
intended to be. Reflection on the history ofmissional behavior offers some clear
mandates for the present time.
Implications of the Missio Dei for the Church Today
The practical application for the church in America today is this: With the loss of
advantage the church enjoyed in institutionalized Christendom and with dwindling
numbers in attendance and membership, the need to recover missional faithfulness in the
expression of the gospel is urgent. Such a movement is in accord with the blessing given
to Abraham, modeled in the hicamation of Jesus Christ, enacted through the
empowerment of the Holy Spirit in the early Church, and consistent with renewal
movements throughout the history of the church. "It means that God who called the
church out into the apostolic world two thousand years ago is again calling the church
Russell 53
out, this time into a secularized worid where its mission and its life must be once again
refined" (Mead, Once and Future Church 43).
The Difficulties Associated with Becoming Missional
To say that the church in North America should become more missional is one
thing. To bring about such a change is another. Challenges abound in efforts to change
churches to more missional orientation and practice. First, over time churches reduce the
gospel in many areas of operation in order to make it more manageable. The change
effort has to overcome inertia in different areas to bring a fiill-bodied commihnent to the
church's missional identity. Second, churches must find ways of living graciously with
people in the surrounding vicinity. Third, missional change efforts require effective
leaders with particular gifts. Such a change initiative takes a toll on the leader bringing in
the change, and the leader needs qualities of tenacity and persistence. Fourth, changes in
churches hit people with force because practices in the church are part of their meaning-
making system. The group collectively reinforces its meaning-making system, and
changes take on emotional baggage that is out ofproportion to the changes themselves.
The Reduction of the Gospel
In many significant ways, the people in the church have taken on the cultural
ethos of individualism over the missional character and mandate of the incamational
Christ. The book Habits of the Heart describes this increasingly inward focus of churches
in the evangelical tradition:
But outside this sphere of personal morality, the evangelical church has
little to say about wider social commitments. Indeed, the sect draws
together those who have found a personal relationship to Christ into a
special loving community, and while it urgently seeks to have everyone
make the same commitment, it separates its members off from attachment
to the wider society. Morality becomes personal, not social; private, not
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public. (Bellahetal. 231)
This drift toward individualism creates a me-first mentality, be it ever so subtle, which
handicaps the church in every possible way. It creates a collective reality within the
church that can be an oppressive inertia resisting any effort to reach out to the
surrounding community. A personal transaction for individual salvation is a poor
substitute for the missio Dei in all its ftillness. The question, "Are you saved?" becomes
paramount, with an implicit rejection of the worid (Guder 120). To such a mentality,
Guder quips, "Did John really mean, 'For God so loved the Christians that he sent his
only begotten Son?'" (122). Elongating the life of a local church substitutes for a fiill-
bodied commitment to evangelism. Evangelism is supposed to be a deep calling to share
Jesus Christ with people who have no hope.
With such a reduction, worship becomes a way ofmeeting one's spiritual needs.
A timely tip for living or "a good program for my kids" takes the place of adoration and
praise ofGod. "It never occurs to people to define worship in terms other than meeting
individual needs, or to put God rather than personal satisfaction at the center ofworship"
(Guder et al. 1 12). The consumermentality reigns. People complain of "not being fed,"
so they move to another church, only to discover that they are not fed well enough there,
either. Tragically, many Christians go through life believing the way to grow is to have
more and more poured into them instead of giving back to others. Willimon argues that
worship should always go beyond the hour set aside on Sunday moming. "Littargy means
literally,. . . 'the work of the people.' Our worship in the church is a prelude to and the
source of our work in the world" (76).
With a strong individualistic thmst comes a reduction in discipleship as well.
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Membership in a local church replaces discipleship, and the standards for obtaining and
maintaining membership are usually pathetically undemanding. Guder points to the low
standards for membership in many churches when he writes, "It is more difficult to
become a member ofmany service clubs than to join most Protestant congregations"
(172). Similarly, Willimon asks why anyone would want to be part of something that has
little meaning because of a low threshold. "Religion is in the meaning-making
business.. . . Why bother if church is little more than a sanctified form ofRotary?" (217)
Too many churches have lowered the bar in an effort to induce people to come and join
in the fellowship ofChrist., yet lowering the standard always seems to have the opposite
effect. Not only are people unmotivated to join the church, but those who remain possess
little sense of their calling or mission. "Ifwe accept a 'lowest common denominator'
definition ofChristian commitment, then we should not be surprised that our
congregations evidence so little commitment to gospel mission" (Guder 173).
Many of these churches would respond to the challenge ofbecoming a missional
church by pointing out how much they already support missions. Perhaps they could
point to a missions committee or financial support of those serving overseas. While such
support is a step in the right direction, it does not go far enough. "Many leaders who hear
'missional church' respond that theirs is a very mission-minded church, assuming the
terms to be synonymous. . . . They are not" (Minatrea 1 0). Personal investment in missions
is minimal. For missional churches, mission is not one ministry among a host of others.
Being missional is not about sending out others as representatives of the church. Bosch's
view is that mission flows from the identity ofGod to the church rather than mission
being a behavior of some people in the church:
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Mission is not primarily an activity of the church, but an attribute of God.
God is a missionary God.. . . Mission is thereby seen as a movement from
God to the worid; the church is viewed as an insfrument for that
mission.. . . There is a church because there is a mission, not vice versa.
(390)
The churches in America have reduced the gospel as a way to find personal and spiritual
satisfaction. While the gospel does help people at the point of need, it is also much more.
People are not wrong to go to the church to find answers to life's problems. The gospel is
not totally absent when couched in therapeutic terms. The problem is that it is incomplete
(Guder 132).
The net effect of the reduction of the gospel is that in a time of unprecedented
societal change, the church is notoriously slow in adapting in credible and effective ways.
People in the church sometimes have allergic reactions to change. Neil Hamilton thinks
that people come to church looking for a sense of security and comfort:
The reality is that the vast majority of persons in a typical congregation do
not want themselves or their world to be transformed by the gospel.
Instead, they want the minister to help them make life easier to manage
while they and their world stay the same in every important respect. The
gospel says that we and the world orders in which we live must be
changed to enjoy its blessings. The good news most people want to hear is
that we can be blessed without anything changing. For most beginning
clergy that is a wrenching revelation, (qtd. in Seamands, "Holy Spirit")
God intends for the church to be much more than it commonly is. The inwardly focused
church ultimately hurts itself fatally in the very effort of trying to save itself:
Caring about other people, which takes shape in political justice, the relief
of suffering, and the love of family and fiiends, is fiandamental to our
sense ofwho we are and what makes our lives hang together. Pressures
that block or obscure this impulse reduce, even mutilate us. (Nichols 249-
250).
Guder summarizes by saying, "The congregation is either a missional community ... or it
is ultimately a caricature of the people of God that it is called to be" (136). In order to
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become what God intended the church to be, Christians must put the call ofGod before
their own preferences and comfort.
Engagement with the Surrounding Culture
The missional church is in close touch with the cultural realities surrounding it. In
no way does proximity to the culture constitute a watering down of the gospel or an
unfaithful accommodation strategy to get more people involved in church. Rather, the
missional church is in the world but not of the world. It is relevant without violating its
own values. It is countercultural but in a way that is engaged with common concems and
not withdrawn in a fortress mentality. The missional church is clear about its identity and
purpose: "[T]he church is being reconceived as a community, a gathered people, brought
together by a common calling and vocation to be a sent people" (Guder et al. 81). The
emphasis here is on "sent"�this calling is a full-fledged partnership with God in the
missio Dei. The missional church understands that it cannot focus inwardly alone if it is
going to fiilfill its central mandate. "The church exists, not for itself, but rather to save the
world by aimouncing the advent of a new world, to 'proclaim the mighty acts ofhim who
called you out of darkness into his marvelous light"' (Willimon 234).
A church trying to transition to a missional model needs a great deal of sacrifice
and change. Such sacrifice involves a preparation for transformation on the spiritual
level. "Thus Christian existence is related to God's mission, into which Christians are
called individually and corporately. For this to take place, a complete transformation of
the lives ofChristians is called for" (Guder 130). Wholesale change of a church culture is
an immense undertaking. "Change is difficult, and deep culture change is especially
hard" (Minatrea 9), yet if the mainline or evangelical churches in America do not attempt
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change on this scale, the alternative future is bleak indeed.
Seamands quotes Lee Yih, a businessman fi-om Hong Kong, saying the difference
between a more traditional mind-set and the missional church is like the difference
between frogs and lizards (Ministry 92). Frogs have the luxury of sitting on a lily pad and
waiting for their food to come to them. The church caught in the Christendom model is
more like a fi-og. In the past churches could simply open their doors and people fi-om the
community crowded in. Now the cultural reality demands that Christians become more
like lizards. In order to survive, lizards have to go hunting for their food. If churches
continue to sit back and expect people to come to them with minimal effort or
involvement, the day will come when the faithfiil few will look around their empty
sanctuary and wonder what happened. Guder writes ofpastors who are unwilling or
unable to adapt:
We may delude ourselves into believing that we can do today what we did
before the dramatic events of this century. We ring our bells, conduct our
worship services, provide the traditional pastoral services when called
upon at the thresholds of life (baptism, confirmation, wedding, fiineral),
and wait for this very different world to come to us. We mount pulpits and
preach sermons as we have done for centuries, before this new culture
emerged. We pursue our internal arguments about doctrine and order as
thou^ nothing outside has changed. In effect, we continue to speak
church Latin, expecting our immediate mission field, our world, to leam it
and respond in our language.. . . The missionary task in this changed
situation is, as it always has been, Pentecostal ti-anslation: leaming to
speak the languages of the cultures in which we find ourselves, risking
translation, and moving in trust toward the shape of the church which is to
come. (95-96)
Pastors and leaders in the church must decide between the equivalent of speaking church
Latin or opting for Pentecostal translation.
This "Pentecostal translation" is incamational as well. The change needed is not
the message of the gospel but the style of presentation. "The gospel never changes, but
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cultures do. Therefore, our style must accurately address the culture to which we've been
called" (Cordeiro 203). By contusing substance and style, form and function. Christians
needlessly limit the acceptance of the gospel message to those who are like them
culturally. Those who know Christ and enjoy the fellowship of the body of believers must
sacrifice some of their personal preferences in order to reach others. Often what appeals
to them aesthetically, musically, or organizationally may become a hindrance to
communicating effectively with those they desire to reach with the gospel of Jesus Christ.
Pointing out the need for the contextualization of the gospel does nothing
to minimize the risk felt when change starts to take place in the church. The
question becomes how to move people from low levels of risktaking, to moderate
levels, and then to high levels resulting in a greater commitment to join in mission
with God. Without a sense ofurgency and a spiritual transformation, most people
will simply not be emotionally ready to take the risks needed for effective
ministry. With the right preparation through the power of the Holy Spirit,
anything becomes possible. "Commitment results in a dangerous faith that risks
everything to pursue God's mission" (Minatrea 159). Such commitment means
leaving the safe structures of the church and moving into unfamiliar territory. It
means leaving the confines of the church and engaging in the public arena.
"Participating in the mission of God means leaving our place of security, to travel
to the place where others are. This is the heartbeat of the incarnation.. . . Mission is
always in the direction of the other, and away from ourselves" (Riddell 24). The
risk taken is in word and in deed. Mission always involves an element of
proclamation. "It is fundamental to the goodness of the 'joyfiil message' that it
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can be witnessed, experienced, reported on, and passed on so that others may join
in the experience.. . . [MJission is witness" (Guder 53).
The missional church seeks to engage people on their own turf�out in the
community, through a word ofwitness and through loving service, yet a profoundly
countercultural quality accompanies this incamational engagement. The Church remains
light, even while penetrating the darkness. The missional church not only challenges the
status quo of dead churches that sacrificed their missional identity but also challenges the
status quo of the powers at large in the worid. "[T]he missional church that works for
healing among races, classes, and groups like 'tax collectors and sinners' and others on
the margins will often be an affront to the dominant culture. That culture has a vested
interest in the status quo" (Guder et al. 135). Indeed, the missional church cannot help but
counter the powers "because it looks for its cues from the One who has sent it out, rather
than from the powers that appear to mn the world" (110). In so doing, the Church
continues to be subversive to the powers and stmctures that stand in opposition to the
clear will ofGod and the coming reign of the King. "The church does not simply reach
out to and speak to the dominant culture; it seeks to dismpt that culture by rescuing some
from it, then to inculcate people into a new culture called the church" (Willimon 209).
The Qualities ofMissional Leaders
Milfred Minatrea offers a description ofmissional leaders. Missional leaders play
a vital role that can hardly be overemphasized:
Missional leaders are not content to be ministers ofmaintenance. In fact,
when things get comfortable, these leaders tend to be uncomfortable. In
such a circumstance, they choose to take their church in a new direction.
Even though their choice may hold the greatest prospect for
transformational renewal of the maintenance-minded church, only
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infrequently do maintenance churches follow such leadership because it
calls for moving beyond comfort, for letting go of control. (160-61)
Minatrea describes missional leaders as "brokers of deep change" (161). Deep change
requires a transition people in most churches cannot fathom at the outset. Emphasis is on
new ways of thinking and behaving. Long-cherished traditions and deeply engrained
habits go by the wayside. The change is often discontinuous and always involves an
element of risk. Missional leaders are able to see beyond the current reality to contingent
future realities. The vision for the future shapes the decisions made in the present.
"Missional leaders possess dual vision. They see two worlds�^present and future�with
clarity" (168). Their task is to create tension in the current reality by inspiring a picture of
a preferred ftiture reality. To sustain this creative tension expends a lot of energy. Leaders
who are able to see the vision need tenacity while living with the current situation (169-
70). Minatrea gives an idea of the enormity of the task:
Moving an existing church to a missional mind-set is a momentous
challenge because it means adapting the behavior of a group of people�
one of the most difficult types of change. As change goes, behavioral
scientists have observed that change in knowledge is the quickest and
easiest to accomplish. Change in attitude is more difficult and requires
more time. Change in action that is based upon new knowledge and
attitude requires significantlymore time and proves difficult. The highest
challenge, in terms ofboth difficulty and time required, is group
behavioral change. (174)
The kind of leadership required for this transition is not for the faint of heart. It
requires patience, persistence, and the willingness to weather interpersonal
conflict for the good of the organization.
Religion as Meaning-Making: Insight from the Sociology of Religion
The sociology of religion provides insight conceming why change to a more
missional orientation and practice is exceedingly difficult. Simply, existing pattems.
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behaviors, and assumptions in religious bodies give people meaning in their lives, and
this meaning forms part ofpeople's identity both individually and collectively. To initiate
change in a religious group for whatever reason is to play with sociological forces that
have been at work within the congregation for a long time, and many will not welcome
such change. The early work of sociologist Peter L. Berger is particularly instructive.
Berger's work is part of a body of literature that constitutes the "wholistic
tradition" in sociology of religion. The epistemology underlying this tradition posits an
experience of dualism or separation between part and whole. As such, religion as a
meaning-making system is one way to bridge the chasm between an individual's own
subjective experience and the world around them. In the wholistic tradition, "the essential
element of religion has been conceived ... as an expression of universal quests for
meaning in life" (Wuthnow 20). In other words, a sense ofmeaning helps a person
connect their own thoughts, feelings, and experiences to the larger world around them.
For Berger, religion, as part of society in general, is a way of constructing a world that
takes on a life of its own. People create and maintain society, and then society acts back
on them as its producers. People make society what it is, but society also makes people
who they are. Society is, therefore, a "dialectic phenomenon" (Berger 3).
As individuals interact with others in culture, they "share in a particular world of
objectivities with others" (Berger 10). These "objectivities" confront individuals with
their being external to them (4). They shape people as they internalize the objectivities
into their meaning-making system. Appropriating meanings from the community for an
individual's frame of reference happens during a process of socialization:
The new generation is initiated into the meanings of the culture, learns to
participate in its established tasks and to accept the roles as well as the
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identities that make up its social structure. ... The individual not only
learns the objectivated meanings but identifies with and is shaped by them.
He draws them into himself and makes them his meanings. (15)
This process of socialization is powerful because it is largely unconscious. Through
socialization, an individual takes on the meaning systems and values ofpeople who are
significant to them.
Berger refers to a sense ofmeaningful order using the classical Greek term
nomas. The nomos is a way ofmaking sense of things. It has both explanatory and
normative power: it both explains why reality is the way it is and prescribes appropriate
views and behaviors within that reality (McGuire 25). While the nomos is powerfully
persuasive within the group that holds it, the way ofmeaning making is in constant
danger of collapsing. The meaning-making world that people construct is "inherently
precarious" (Berger 29). Berger refers to a collapse into a state of "anomy," when
external change empties life ofmeaning and individuals no longer know what to think or
how to behave within society. He describes the importance ofhaving a system for
making meaning in graphic terms: "[EJvery nomos is an area ofmeaning carved out of a
vast mass ofmeaninglessness, a small clearing of lucidity in a formless, dark, always
ominous jungle" (24).
In order for a system ofmeaning to continue to be persuasive with its adherents,
two things must happen. First, they must put into place defenses against anomy. Such
defenses are legitimations, which are "any form of socially established explanation that is
given to justify a course of action" (McGuire 25). Berger believes that religion forms one
of the most powerful legitimations in history (89). Members of the group explain facts
that do not fit in with the prevailing view and show why the inconsistencies do not
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invalidate the meaning-making system as a whole. Second, adherents need to continue to
meet together to reinforce the meaning-making system. They have to be in contact with
each other periodically and interact on a social level. Berger calls these touchpoints
"plausibility structures" where adherents reinforce their particular worldview as the
largely unquestioned way that things are. Ritual is crucial in the sense that people re-
enact symbolically elements of their meaning-making system. "By ritual action, the
group collectively remembers its shared meanings and revitalizes its consciousness of
itself.. . . The group renews its fervor and sense ofunity, and individual members come to
identify with the group and its goals" (McGuire 14). Within the group, people believe
that their way is the right way, the God-given way. The commonly held meaning is
plausible to an individual because people who are significant to that person also hold and
reinforce the worldview. The appeal to divine authority shuts the door on critics of the
established order, and in Berger's seemingly humanistic view, the human origin of
religion is intentionally masked or mystified:
The socio-cultural world, which is an edifice of human meanings, is
overlaid with mysteries posited as non-human in their origins. . .. The
objectivated expressions of the human become dark symbols of the divine.
And this alienation is powerfiil over men precisely because it shelters
them fi-om the terrors of anomy. (90)
As such, religion not only engages in rational justifications for the way things are, but it
also strikes people on an emotive level, reinforcing the correctness of the group's view at
a deeper level.
While Berger's seeming uncritical acceptance ofmid-twentieth century
reductionist assumptions conceming the origin of religion certainly needs questioning,
his point is well taken that many of the human constiucts associated with religion take on
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a divine authority that leaves little room for dispute or change. The taken- for-granted
quality of the practices of churches feed into the sense that the current reality is the way
things are supposed to be, as directed by God himself When someone or something
challenges those views, the meaning-making processes, and hence identity of the people,
come into question.
To go against the order of society is always to risk plunging into anomy.
To go against the order of society as religiously legitimated, however, is to
make a compact with the primeval forces of darkness.. . . When the
socially defined reality has come to be identified with the ultimate reality
of the universe, then its denial takes in the quality of evil as well as
madness. (39)
In the face of the threat of everything falling into meaninglessness, people are
motivated to resist change with righteous zeal.
Sociologist Meredith B. McGuire points out that huge societal crises such as war
or famine are not the only events that precipitate a crisis for a meaning-making system.
Change itself becomes a crisis. She explains, "[T]he very fact of change undermines
many legitimations of the existing social order. It temporarily humanizes the established
rules and pattems of interaction by showing them to be changeable products of human
convention" (31). When a group experiences change of a lesser order such as a change in
pastors, people become uncomfortable because they are no longer sure of their place in
the order of things. Whereas before the change, they knew how to act for any given
situation, after the change their identity and role within the group became unclear. In the
case of Forest Park United Methodist Church, this scenario would prove to play out
repeatedly through the duration of the study.
John Kotter's Process for Change in Organizations
Leading large-scale change in any organization causes confi-oversy and conflict.
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"Whenever human communities are forced to adjust to shifting conditions, pain is ever-
present" (Kotter 4). When the organization is a church with a long-standing heritage and
tradition, the process of change becomes exceedingly difficult. Because of the heavy
emotional baggage attending most changes in churches, the change agent needs to take
care in following the process of change and observing the right pace for change. Having a
template or model as a starting place is helpful in guiding the change agent along a
pathway through the institutional inertia to the desired end. Kotter, a seminal thinker on
organizational change, is particularly helpful in this regard. His book lays out an eight-
step process of change that can be adapted to fit the needs of a wide variety of
organizations.
While Kotter's eight-stage model follows a certain progression, the actual change
process is not so obvious. Large-scale organizational change leaves nothing out of the
mix; therefore, various parts of the organization will be in the change process
simultaneously, each one conceivably being in a different stage of the process. "Most
major change initiatives are made up of a number of smaller projects that also tend to go
through the mulfistep process.. . . The net effect is like wheels within wheels" (24).
Leaders who try to create change through a simple linear progression will become
fiustrated with the actual reality of change and may end up failing in the change effort
because of a lack of flexibility (25).
Stage #1: Establishing a Sense of Urgency
Any successfiil large-scale change begins with awareness of the current state of
reality. At the February 2005 Beeson Institute for Advanced Leadership, Acevedo shared
how he created a sense ofurgency within the first week ofbecoming the pastor in an
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existing traditional church. He had a financial volunteer balance the church's books for
the first time in a couple years. The volunteer came back with the information that the
congregation was several thousand dollars in debt but had only $29 in their bank account.
Acevedo shared the facts with the leaders of the church. The first reaction was disbelief
and denial. Anger quickly followed denial. Finally, leaders resolved to step up and do
what was necessary to get the church back on its feet. Widespread urgency shocks people
out of the status quo and into action, but "without enough urgency, large-scale change
can become an exercise in pushing a gigantic boulder up a very tall mountain" (Kotter
and Cohen 15).
Urgency attacks complacency. Complacency can result fi-om the lack of a major
crisis; things appear to be okay on the surface. Churches allow people to settle into
complacency when the standards ofperformance are low or when people concentrate
only on narrow goals and not the big picture of the church. Goals are too easy to reach,
and church leaders elicit little feedback fi-om the community outside the church on how
effective or relevant the church is. Complacent cultures are low-confrontation cultures.
When someone brings signs of dysfimction, others ignore them and dismiss their views.
Kotter points to a basic human tendency to discount that which people do not want to
hear (40). To "underestimate the magnitude of the forces that reinforce complacency and
that help maintain the status quo" (42) is begging for disaster.
In order to create urgency, the leader of the change process must take bold action
to upset the equilibrium. Everything within the system and the culture may try to militate
against this new impetus, but any hope for revitalization necessitates taking on the forces
of complacency. Willimon says that telling the truth is a rare and courageous action:
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"Without truthful speech, we are left with immature Christians. In the church ... we
usually opt for love at the expense of truth" (259).
If the creation of urgency is overdone, it may backfire by merely inducing fear.
Fear may motivate people initially, but eventually fear drives people even further away
from the needed change. Leaders who fail in producing large-scale change "confuse
urgency with anxiety, and by driving up the latter they push people even deeper into their
foxholes and create even more resistance to change" (Kotter 5). Clearly, the change agent
needs to find a mean between allowing the complacency of denial and inducing
paralyzing terror.
One way to begin finding this balance is to use tradition and heritage to move
churches forward into the new reality. The leader lifts up parts of the church's history: the
early pioneer spirit of the church-planting process or the weathering of a major
congregational crisis are two obvious examples. The point is to connect the past with the
desired future. "Effective leaders help church members connect new ministry approaches
with well-regarded aspects of the congregation's heritage" (Herrington, Bonem, and Furr
98). By doing so, the urgent need for change complements the feeling that they have
taken these kinds of risks before. Urgency remains a positive force and not a debilitating
fear.
Stage #2: Creating the Guiding Coalition
Change agents make two common mistakes in the second stage ofmaking large-
scale changes in organizations. First, leaders may believe they have the power on their
own to force or persuade people to adopt the necessary changes. They overestimate their
own power and underestimate the enormity of the task of getting groups of people to
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abandon their long-established comfort zones. "The solution to the change problem is not
one larger-than-life individual who charms thousands into being obedient followers.
Modem organizations are far too complex to be transformed by a single giant" (Kotter
30). Second, leaders may entmst the change process to a committee made up of the
wrong people. "Weak committees are usually even less effective" (6). Such a committee
lacks the necessary credibility with others in the organization to make the changes
become a reality. Serving on such committees wastes time and effort, and any original
sense ofurgency or momentum is lost. Scrapping the committee and starting over again
from scratch will be much harder.
Four characteristics make guiding coalitions effective in producing needed
changes throughout the organization. First, the right people constitute them. This
coalition must have enough people ofpositional power so that those not on the coalition
cannot easily block its work. Second, they must have enough expertise to make the right
decisions. Third, they must have credibility within the organization. They may be
informal leaders in the congregation. These are key influencers whose voices shape the
opinions of others in the church. Fourth, the team must have both leadership and
managerial skills. Leaders keep the change process moving while managers keep the
process under confrol (Kotter 57).
Kotter also emphasizes two personalities to keep off the coalition. The
first personality is someone with a big ego who has a need to be the center of
attention. A second kind ofpersonality is one Kotter refers to as a "snake." These
people often work behind the scenes creating enough mistmst to kill teamwork
(59). Tmst is essential in order for this group to do the hard work of spearheading
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the change process. The common objective this group shares leads into the next
stage conceming vision.
Stage #3: Developing a Vision and Strategy
Pastor Wayne Cordeiro emphasizes, "[C]hurches are designed to be greenhouses
for budding leaders with potential dreams in their hearts" (198). Allowing people to
dream and then shaping those dreams into one common vision and strategy is stage
number three in the change process. Vision is cmcial to the change process because it
accomplishes three things. First, it makes explicit the direction of the change, thereby
simplifying "hundreds or thousands ofmore detailed decisions" (Kotter 68). Second,
vision has the power to motivate those in the organization to the desired action. They
become willing to pay the price, even ifpainful, because the vision is compelling (68-69).
Third, vision "helps coordinate the actions of different people ... in a remarkably fast and
efficient way" (69).
Vision needs to be tme to the biblical foundation of the missio dei and be
contextual to the environment and culture of the specific church. Identifying the critical
priorities of the church is cmcial. "If you do not know what is absolutely essential in
ministry, then you will do the merely important" (Willimon 62). Vision acts as an
empowering force for the essential, and it delimits the scope of the activities of the
church as well.
Vision not only aligns, but it also inspires and motivates. Kotter sees vision as the
only appropriate force to break through resistance (69). Some leaders default to
authoritarian demands, trying to impose their will on a group ofpeople. Fear may
motivate some in the short-term, but it will prove inadequate for sustaining change over
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time. Other leaders default to micromanagement. They try to tell everyone exactly what
to do so that the followers will carry out assigned tasks according to detailed instructions.
Even if this tactic was legitimate from a motivational standpoint, the time involved in
directing people in their various functions is prohibitive.
In contrast, vision is effective because when it is caught by others, they begin to
implement the vision because they want to, using their creativity, innovation, and
dedication. Rowan Williams discusses the power of vision in this way: "[M]ost ofus
know that the impulse to change your life commonly arises when someone is not ordering
you to do so but is presenting to you, as a gift, the possibility of living otherwise" (75).
This possibility of living otherwise captures people's attention and allows the dreamers to
come to the forefront of the change process. "Many in the Church have stopped
dreaming, and without dreamers there can be no visionaries. Nothing changes until
someone starts to dream" (Cordeiro 125).
The other aspect of stage number three goes beyond dreaming to strategic
planning. Dreaming by itselfwill get a church nowhere. The vision has to take shape into
a specific action plan. Maintaining balance and teamwork on the guiding coalition
between those who excel as visionary leaders and those who perform as competent
managers is critical. "Transformation is not a process involving leadership alone; good
management is also essential" (Kotter 129). Kotter distinguishes between management
and leadership in this way: "Management is a set ofprocesses that can keep a
complicated system ofpeople and technology running smoothly.. . . Leadership is a set of
processes that creates organizations in the first place or adapts them to significantly
changing circumstances" (25). Without those who excel in leadership, churches will
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simply try to become more efficient in what they have always done. Without strong
managerial skills, visions become pipe dreams. After a short-term period of success, the
change effort short-circuits in an erratic series of failed attempts. Effective visions paint a
picture of the preferred future and show how to get there through a detailed strategic plan.
Stage #4: Communicating the Change Vision
Many churches and organizations make a common mistake as they enter stage
number four in the process: they under-communicate the vision to the people (Kotter 85).
One of the most common reasons for not communicating enough is that people on the
guiding coalition forget how much time they have had together to process the earlier
stages of the change initiative. They have had numerous opportunities to wrestle with the
vision, as well as to hash out what the strategy for implementing the vision may look like.
The rest of the congregation will need as much time to reach the same conclusions, ifnot
more.
Therefore, communication at this point cannot become haphazard. A carefully
crafted plan for introducing the change vision and for keeping it in front of people must
be in place. Several keys are necessary for successfully communicating to large groups of
people, and they all assume the fact that people absorb only a small portion ofwhat they
hear. In any group, some will only understand partially, and some will not be listening at
all (Herrington, Bonem, and Furr 63).
Communication must use simple language. Leaders should avoid technical jargon
at all costs. They should repeat the message in various forums using various means.
Worship, small groups, newsletters, and home meetings are all possibilities. "The church
leader who assumes that the vision has been understood and internalized after the initial
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round of communication is asking for trouble" (Herrington, Bonem, and Furr 66).
Repetition also signals priority to the church body. Church members begin to believe that
the vision will not just go away like other change initiatives. Good communication also
makes use of planned feedback avenues. Involving the guiding coalition team in the
communication widens the avenues through which people can turn to ask questions and
air grievances. Kotter says that "people will not make sacrifices, even if they are unhappy
with the status quo, unless they think the potential benefits of change are attractive and
unless they really believe that a transformation is possible" (7). Good communication
helps people see the potential benefits of the change clearly.
Stage #5: Empowering for Broad-Based Action
Stage number five in the change process has both positive and negative aspects. In
trying to position more people to become active in realizing the vision, change agents
need to establish a new model of leadership within the congregation and systematically
remove obstacles (Herrington, Bonem, and Furr 70). The positive element involves many
more people beyond the original guiding coalition leading different segments of the
overall change. Leaders give more authority to people to act somewhat independently in
carrying out the vision. In cultivating leaders, the change agent must avoid both
micromanagement and a laissez-faire policy of turning people loose without training or
accountability. This stage involves the identification and recruitment ofpotential leaders.
Empowerment for specific ministries follows through training opportunities.
Another positive aspect is that systems come into alignment with the vision and
strategy of the church. Church leaders put an end to rewarding the wrong behavior and
lift up those who are already embodying the new vision. Leaders give responsibility to
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people who have bought into the new vision, according to their various gifts and
passions.
The negative side of this step is the removal of obstacles that constantly get in the
way of the new vision or change. Without intentionally removing obstacles, those who
want to move forward with the vision will eventually be thwarted and give up in
discouragement. "New initiatives fail far too often when employees, even though they
embrace a new vision, feel disempowered by huge obstacles in their paths" (Kotter 10).
Kotter underscores that longstanding structures often get in the way of the change
initiative. Because organizations cannot change structures all at once, prioritizing the
need for various changes becomes crucial. "Wise leaders determine which obstacles need
to be moved immediately and which are inconsequential to current efforts, which are easy
to overcome and which should be circumvented or ignored" (72). In order to foster
innovation and change, leaders transform complex systems of checks and balances into
permission-giving pattems. One way to accomplish this transformation is to continue to
describe ideal administrative stmcttjres and create a prototype to try the new way for a
time.
Another type of critical obstacle comes in the form ofpowerful leaders who
reftise to embrace the change initiatives. The worst thing to do is to avoid conflict and
simply leave them in place. The best thing is to dialogue with them in an honest,
respectfiil way, but also with firmness. Far too many change initiators allow the entire
congregation to suffer in its attempt to transition because they allow a powerfiil negative
leader to stay in place. "One well-placed blocker can stop an entire change effort" (Kotter
1 0). By confi-onting the person blocking needed changes, the leader gains credibility and
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momentum.
Stage #6: Generating Sliort-Term Wins
Planned wins in the early days of a change process build momentum for the
change process. Short-term wins give power to those who have bought into the vision.
Short-term wins help solidify the validity of the changes when concrete results can be
seen. Wins also help to convince resisters or at least silence them for a time:
Major change takes time, sometimes lots of time. Zealous believers will
often stay the course no matter what happens. Most of the rest of us expect
to see convincing evidence that all the effort is paying off Nonbelievers
have even higher standards ofproof (Kotter 1 1 9)
In order to get the ftill benefit out of short-term wins, they must be visible and
unambiguous, so that large numbers of people in the congregation can see for themselves
the effects of the change process. The key to these wins is that the leader leaves them
neither to luck nor to disingenuous gimmicks without real results. The guiding coalition
carefully plans for them early on, and later on, the expanding base of leaders plans them.
Skills in management take on a critical urgency. Leaders without these skills need to
collaborate with strong managerial types who will help think through a strategy that will
increase the probability of success. Each new initiative is simply an experiment. If it
succeeds, then it is celebrated. If it fails, then those who planned for it can fine-tune it for
the next time.
Change agents develop new ways to measure gains in this stage. A redefinition of
success takes place making short-term wins more obvious to the church and community.
Again, strong management is important:
Without competent management, inadequate thought is usually given to
the whole question ofmeasurement. So existing information systems
either fail to record important performance improvements or
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underestimate their size. Without competent management, tactical choices
are glossed over or implemented poorly. (Kotter 126)
Leaders w^ould do well to continue to partner with managers throughout the whole change
initiative.
Stage #7: Consolidating Gains and ProducingMore Change
This stage is a particularly dangerous time for the vision of the church in terms of
a resurgent resistance. Inevitably, some people have refused to change and buy into the
vision. Neither have they found another church to attend. Ironically, they use the big wins
to make a comeback, saying that everyone needs a break fi-om all of the change. They
capitalize on the natural fatigue of the community in this phase, and they fan the idea that
change is a temporary program to bring to an end. Kotter cautions, "Whenever you let up
before the job is done, critical momentum can be lost and regression may follow" (133).
Stage number seven is tricky not only because of the natural fatigue of those
within the congregation regarding changes but also because of the systemic nature of the
organization. Kotter uses an analogy of trying to move fiimiture in an office where ropes,
mbber bands, and steel cables bind together each piece of furniture (135). To move one
thing, everything else must move as well. To achieve the desired end, more people need
to help move the fiimiture around. He concludes, "You'll end up making more changes
than you imagined at first. The entire effort will take more time and energy than you
initially expected" (139). Once the changes begin to happen, many things may be in
transition all at once. The role of the leader of change is not to orchesfi-ate every detail but
to lead the overall change effort, tmsting both leaders and managers to handle different
parts of the change process in various segments of the organization. For a successful
transition through stage number seven, the change leader needs patience even while
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keeping the level ofurgency high within the organization. This stage calls for more
change, not less, more help from leaders and followers, more clarity and communication
of the shared vision, more empowerment of others for smaller but vital projects, and a
reduction of unnecessary dependencies within the system (143).
Stage #8: Anchoring New Approaches in the Culture
In stage number eight, leaders embed the changes in the culture of the
organization, a process that takes a long time. Changing a culture is difficult because it is
mostly indiscernible to those within it. "[CJulture is important because it can powerfully
influence human behavior, because it can be difficult to change, and because its near
invisibility makes it hard to address directly" (Kotter 148). Kotter urges the leaders of
change not to give up before the changes have taken hold. "Until changed practices attain
a new equilibrium and have been driven into the culture, they can be very fragile. Three
years ofwork can come undone with remarkable speed" (133).
Some mistakenly assume the first thing a church needs to change is the culture
itself This assumption is extremely naive because culture is always the last thing to
change in a large-scale fransition. "Culture changes only after you have successfully
altered people's actions, after the new behavior produces some group benefit for a period
of time, and after people see the connection between the new actions and the performance
improvement" (156). Too often leaders assume they have embedded the changes in the
culture only to discover a regression back to where the organization started in the first
place. Until constituents permanently alter the culture of the church, the job remains
incomplete. One thing that facilitates anchoring the changes in the culture is that the
results of the changes show the new way to be superior to the former way. Another is a
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turnover in people. In the business world, turnover comes in the form ofhiring and firing.
In church, it may come about not only through firing and hiring staffbut also, and more
predominantly, through people deciding whether they want to continue at that church or
find another one.
Adaptation of Kotter's Process: Congregational Transformation Model (CTM)
Herrington, Bonem, and Furr developed a spin-offofKotter's change process
specific for church leaders to use. They employ three interlocking circles in this model:
spiritual and relational vitality, the change process adapted from Kotter, and the leaming
disciplines adapted from Peter M. Senge's work. The major contribution of their model
involves the preparation from a spiritual and relational standpoint for a congregation and
its leader before entering the process of change.
Figure 2.1. Congregational transformation model.
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The Foundation for Change: Spiritual and Relational Vitality
In most churches undertaking large-scale change, the planning process begins
with some enthusiasm and a sense of expectancy. Congregations become clearer about
their environmental context and develop and establish a vision. As the process moves to
making actual changes affecting people, conflict inevitably ensues (Herrington, Bonem,
and Furr 7). Opponents to the needed change often create criticism personally directed at
the change agent. People have an unrealistic expectation that needed changes come into
place without anyone having to give anything up. "Our culture lives with a fantasy of
instantaneous transformation and change without cost" (Willimon 229). C. S. Lewis
captures the reality of changing traditional churches when he writes, "All things are
possible. It is conceivable that it would be possible to get a camel through the eye of a
needle. But even though it is possible, it will be very rough on the camel" (qtd. in
Willimon 297).
With the potential volatility of large-scale changes in churches comes a caution at
the outset of the change process: Change agents should not begin the process until they
lay a foundational base of spiritual and relational vitality. Herrington, Bonem, and Fun-
explain the importance of laying such a base:
In our experience, individual change leaders and congregations often
short-circuit the process of allowing the Holy Spirit to foster a strong
sense of spiritual and relational vitality.. . . Without authentic spiritual and
relational vitality in a local gathering ofbelievers, the church does not
have the resources that are demanded to engage transformation and to
influence the world. (27)
Helping a church become more spiritually vital and relationally healthy will only
facilitate carrying through the change process later on.
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The authors of the CTM define spiritual and relational vitality as "the life-giving
power that faithful people experience together as they passionately pursue God's vision
for their lives" (Herrington, Bonem, and Furr 1 6). They lift up the early Church as
described in Acts 2, pointing to that community's experience of continual awe before
God, resulting in effectiveness in reaching large numbers ofpeople for Jesus Christ. They
point to the current reality of churches in America and ask why the experiences of the
early Church are not happening in this time and place. The authors lift up two intricately
connected dimensions in Scripture: love ofGod and love of neighbors. These dimensions
are the "two sides to the same coin. Unconditional love for our neighbors�with all of
their idiosyncrasies and brokenness�is impossible unless we have a deep sense of the
presence and power of God in our lives" (17).
Herrington, Bonem, and Furr lift up four elements of congregational vitality:
encountering God's holiness, experiencing God's grace, embracing unity, and engaging
community. While these elements are in sequential order, they interact with each other
throughout the effort of fostering spiritual and relational vitality.
Encountering God's holiness describes personal and corporate experiences that
bring people into the presence of God. Like Isaiah's vision of God in the temple,
Christians have moments when they begin to grasp the transcendence and purity ofGod.
In response, they declare, "Woe to me" (Isa. 6:5). The absolute othemess of God's
character accosts people's brokenness and sinfulness. Personal and corporate vitality
must begin with an experience of death�death to the idolatry of oneself, one's dreams,
and one's pride. Encountering God's holiness causes a total reorientation in life. "The
call of discipleship is to radically reorder life's decisions around the one true living God
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and his claim to our lives" (Herrington, Bonem, and Furr 19-20). Therefore, the primary
task of the pastor before implementing the change process is to facilitate personal and
corporate contact with God. "Effective change leaders consistently serve as catalysts to
help people encounter the holiness ofGod" (19). A sense of God's transcendence is
central to this encounter.
Once a person encounters God, experiencing God's grace and extending that
grace to others in the community becomes possible. Just as Isaiah moves from awe and
deep awareness ofGod to purification and forgiveness. Christians come into an
awareness of the depth ofGod's love for them. As they experience that love and become
healed in their relationship with God, their relationships with others become reconciled.
They forgive past hurts. They deal with conflict that resulted in long-held grudges within
the body ofChrist in healthy ways. Large-scale change is impossible without the
groundwork of reconciliation between people beforehand.
As people experience God's grace and extend it to others in life, a call for unity
becomes a real possibility. The central rallying point for unity becomes a commitment to
the biblical mission of the Church. "Effective change leaders continually hold up the
mission or purpose of the church as the basis for unity" (Herrington, Bonem, and Furr
24).
The fourth element for spiritual and relational vitality is engaging community.
Spiritual and relational vitality means the creation of an environment for people to mature
as disciples ofChrist. People in the church take on more and more of the qualities of
Christ. "For the congregation to have the spiritual and relational vitality needed to
transform the world around them, more of its members must act more like Jesus"
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(Herrington, Bonem, and Furr 26). Development in conflict management and empathic
listening throughout this time is crucial. The entire change process requires these skills.
Stage #1 for the CTM: Making Personal Preparation
The CTM differs from Kotter's change process in a crucial way: The motivation
for change comes from the prompting of God and not simply the dream or idea of the
leader. Recognizing this difference explains their major modification ofKotter. They add
a step at the beginning of the change process and combine Kotter's stages of seven and
eight together. The step they add is the personal preparation of the leader for beginning
the process of change within their church. Herrington, Bonem, and Furr sfrongly caution
against skipping the steps that lay the groundwork for the change process. They advise,
"If leaders cannot or will not make the time to prepare adequately for transformation,
they should not continue any further with the process" (30).
During the time ofmaking personal preparation, the leaders endeavor to become
more aware and open to hearing God's voice. They bring to the surface personal issues or
obstacles that may get in the way of the change process. They take time away to refreat
from the daily demands ofministry. They ask to see God's vision and for the ability to
follow (Herrington, Bonem, and Furr 30).
Activities that Herrington, Bonem, and Furr recommend during this time are
practicing the spiritual disciplines ofprayer, fasting, studying the Scriptures, and
meditation. They ask leaders to read over portions of Scripture that relate to God's
mission for the church. Leaders take a self-assessment to understand areas of growth and
weakness. They commit to accountability by a group, a peer, or a spiritual mentor. They
seek to redress wrongs they may have done to others in the past and heal damaged or
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broken relationships. This step of seeking relational healing is important to do before the
attempt to create urgency because unresolved problems "undermine transformation" by
loading "the change process down with unnecessary baggage" (33). Leaders also identify
tendencies to become impatient and rush ahead or to fear conflict and temporize on
decisions.
While minor differences exist between the CTM change process and Kotter's, all
the differences seem to have a common thread based on Christian or secular orientations.
For example, in stage eight (stage seven for Kotter), Herrington, Bonem and Furr stress
that the leader needs to understand and follow original administrative structures until the
new structures replace them. By breaking the rules, opponents to the changes gain more
ground on which to base their resistance. "Failure to work within the official rules to
bring about change is a clear case ofbeing penny-wise and pound-foolish. It will lead to
unnecessary conflict and ultimately cause even lengthier delays in the process" (77).
Their approach is less about lining up people to fall in with the leader's dream or vision
and more about discerning God's voice within the Church and following God into
mission to the world. Their missional theology forms the background for change rather
than Kotter's business orientation.
The Learning Disciplines for the Leaders of Change
The CTM consists of three components: a foundational base of spiritual and
relational vitality, an intentional eight-stage change process, and a set of leaming
disciplines the leader of change needs to master. For Herrington, Bonem, and Furr, the
four leaming disciplines are generating and sustaining creative tension, harnessing the
power ofmental models, enabling team leaming, and practicing systems thinking.
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Likewise, Kotter identifies two skills or characteristics of effecfive change leaders that
complement Herrington, Bonem, and Furr's leaming disciplines. The first skill is a way
of communicating with emotional impact called the "see-feel-change" method (Kotter
and Cohen 8). This style of communication recognizes that people usually change not
because ofnew information and analysis but because they have been made to feel
differently. The second characteristic is lifelong leaming. First, I discuss creating tension
and hamessing mental models in terms ofKotter's recommended see- feel-change
method. Then, I combine Herrington, Bonem, and Furr's discipline of enabling team
leaming and Kotter's emphasis on lifelong leaming. Concluding this section is a
summary ofHerrington, Bonem, and Furr's approach to systems thinking.
Analysis-Think-Change vs. See-Feel-Change
Kotter uses the term "analysis-think-change" to describe the method ofmost
change initiatives (10). Leaders assume that if people just had better information, they
would fi-eely choose the better option instead of remaining entrenched in the previous
ways of doing things. The leader gives people data or analysis in the form of reports,
graphs, tables, presentations, etc. They reason that this approach will change people's
minds, and once people change their minds, behavior will follow. Kotter calls these
assumptions into question. He writes, "[HJuman beings are also emotional creattires, and
we ignore that reality at our peril" (153).
In a follow-up to the book Leading Change, John P. Kotter and Dan S. Cohen
coauthored The Heart ofChange, which documents stories where leaders used the see-
feel-change method to bring about large-scale organizational change. In the seeing step, a
leader portrays a problem in an eye-catching memorable way. This demonstration
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produces an emotional reaction; people's feelings are altered. The image or
demonstration drives needed change by first engaging people on an emotional level.
The see-feel-change method circumvents the problem known as the "tomato
effect." People first grew tomatoes in South America. The explorers returning fi-om the
New World transplanted the tomato to Europe where it became an essential part of the
cuisine, yet in North America, people took a long time to incorporate the tomato into
their diets because they associated tomatoes with poisonous plants. Cultivating tomatoes
was synonymous with cultivating death (Steinke 69). Many in North America discounted
clear evidence that tomatoes were not poisonous, even after seeing countless people eat
them and survive. Because information has an emotional side, people can easily deny the
validity of a more cerebral approach to change.
In successful change efforts, leaders regularly engage and alter the emotions of
people within the organization. Such alteration does not consist of unethical
manipulation, but rather of compelling persuasion. "The single biggest challenge in the
process is changing people's behavior. The key to this behavioral shift, so clear in
successfiil transformations, is less about analysis and thinking and more about seeing and
feeling" (Kotter and Cohen 179). Change agents use multiple senses at once, showing
need for change in ways that people can see, hear, or touch. For example, one
organization had a problem with too many people purchasing different kinds of supplies
at inflated prices. To make this point, an employee dumped all of the different kinds of
gloves the company had purchased onto the boardroom table. A total of 424 different
gloves filled the table, all of varying prices. This visible demonstration ofwaste and
mismanagement created the emotion and energy necessary to bring about a change in
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how the company purchased items for its business (29-30). Executives may have glossed
over a report on purchasing, but they could not deny the power of this object lesson.
The see-feel-change method does not discount the need for clear thinking and
analysis in large-scale change:
Clear thinking is a critical part of large-scale change, whether in a big
organization or a small department.. . . But look at story after story of
highly successful change methods and you find a pattern that is closer to
the heart of the matter. People are sensitive to the emotions that undermine
change, and they find ways to reduce those feelings. People are sensitive
to the emotions that facilitate change, and they find ways to enhance those
feelings. (Kotter and Cohen 1 80)
While rational thinking and logic are important in change efforts, engaging people on an
emotional level through demonstrating a point is more effective in helping people accept
the need for change.
See-Feel-Change, Creating Tension, and Mental Models
While the see-feel-change method is applicable for all of the aspects of the change
process, it is particularly helpfiil when considering Herrington, Bonem, and Furr's first
two leaming disciplines of creating tension and hamessing mental models. As discussed
in stage #1 of the change process, creating tension or a sense ofurgency is a result of the
picture of the preferred fiiture and the current reality colliding. The leader must generate
and sustain this tension throughout the whole process of change. By engaging in
communication on an emotional level, the vision can inspire people to buy in. The task is
to move people from apathy or gmdging compliance to fiill-bodied commitment. The
leader exerts a tremendous amount of energy to sustain this tension over a long time.
Self-awareness on the leaders' part is cmcial, and they should build in times for renewal
and personal reflection. Leaders cannot compromise the essence of the vision in the face
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of conflict if the vision has any chance of taking hold.
Likewise, changing the mental models ofwhat the church should be becomes
more effective when using see-feel-change methods. "Change leaders must . . . enable
their congregations to recognize, embrace, and act on new mental models" (Herrington,
Bonem, and Furr 117). The old paradigm of the church thrived in times of stability, when
the surrounding culture, in large part, shared the stated values of the church. The role of
clergy was management: keeping everything operating smoothly and efficiently. Ministry
programs came from national denominational agencies or boards. The change process
was incremental.
The new reality is far from that model of church. Societal conditions change
rapidly. The gap between the values of the church and those of society is widening.
Therefore, the clergy role of an effective manager has now shifted to the role of visionary
leader. Congregations develop ministries on the local scene. Incremental change is
simply too slow to be effective. The need for discontinuous change is growing
(Herrington, Bonem, and Furr 1 16), yet change is easier said than done:
The process of challenging mental models is not easy. Even when the idea
makes sense, many of our assumptions about church life are sources of
comfort, security, and balance in our lives. "The way we have always
done things" becomes synonymous with "the right way to do things."
(126)
Using Kotter and Cohen's way of communicating on an emotional level can help large
numbers ofpeople embrace the needed changes by generating and sustaining creative
tension and by transforming the mental models ofwhat the Church should be.
Lifelong Learning and Enabling Team Learning
Kotter argues passionately for the power of leaming accumulated through many
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years. He holds out hope for those in leadership who seem to be lacking many of the
"natural gifts" that change agents seem to possess:
The single biggest error in the traditional model is related to its
assumptions about the origins of leadership. Stated simply, the historically
dominant concept takes leadership skills as a divine gift ofbirth, a gift
granted to a small number ofpeople. . . . [T]he older model is nearly
oblivious to the power and the potential of lifelong leaming. (176)
Lifelong leamers may not impress others early on in life. They may not be brilliant or
more capable than their peers. One thing they possess gives them the edge over the long
haul: tenacity. They never stop leaming, nor do they become complacent with the levels
ofproficiency they have already reached. Kotter talks about several other characteristics
of lifelong leamers as well. First, they take risks. They "push themselves out of their
comfort zones and try new ideas. While most of us become set in our ways, they keep
experimenting" (182). Second, they take a proactive role in their leaming. They "actively
solicit opinions and ideas from others. They don't make the assumption that they know it
all or that most other people have little to contribute" (182). Third, lifelong leamers listen
to others with open minds. They "know that carefiil listening will help give them accurate
feedback on the effect of their actions" (182). Fourth, lifelong leamers are able to take
interpersonal hits for the overall good of the cause. They "overcome a natural tendency to
shy away from or abandon habits that produce short-term pain. By surviving difficult
experiences, they build up a certain immunity to hardship" (183).
Herrington, Bonem, and Furr talk about leaming in the context of the work of
teams. For them, leaming goes far beyond the mere acquisition of knowledge. Leaming
"expands a group's capacity to achieve its desired results" (129). American society has
taught people to be competitive and individualistic. The kind of leaming Herrington,
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Bonem, and Furr advocate puts the goals of the group first because together the group
becomes more than the sum of the individual parts. They distinguish teams from work
teams. In a work team, individuals have separate goals for their work areas and simply
report to the larger group. In teams, each member shares a common goal (130-31). The
skills and expertise of each member is assessed, and they fit together to form a coherent
whole. Teams target leaming all along the way in the change process, facilitating
creativity and synergy.
Facilitating team leaming requires several skills. Leaders need to reinforce shared
values through repetition and accountability. Differences in gifts, styles, and
temperaments need to be valued rather than minimized in an effort to head off conflict.
Communication practices, such as clarifying what others are saying before disagreeing,
help the group to mn more smoothly. Leaders should recognize defensive tactics such as
logical put-downs, accommodation at all cost for the sake of keeping peace, and
disengagement after having feelings hurt or having heated disagreement (Herrington,
Bonem, and Furr 136-38). Managing the group involves establishing performance
standards and holding the group accountable to such standards. Leaders should clearly
articulate specific actions and time frames to the group. Above all, each leader should
freat others as respected colleagues and partners. Dialogue allows people to hear and
understand other viewpoints.
Systems Thinking
The final leaming discipline in the CTM is systems thinking. Organizations are a
complex series of interrelationships. When leaders make a change in one area, many
other areas change as well, sometimes in unpredictable ways. Herrington, Bonem, and
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Furr describe two kinds of changes: first order and second order. First order changes are
reversible and incremental. Second order changes are more radical with consequences
that are harder to control or predict. Changes of this order are more discontinuous (148).
Herrington, Bonem, and Furr describe the "congregational bodylife" as consisting of
several different elements: mission and vision, boundaries (physical boundaries and
group demographics), local community context, church heritage, leadership, ministries,
and feedback (149-51).
Herrington, Bonem, and Furr discuss how each congregation has its own unique
personality. Events from the past have shaped the church into what it is today. All of the
subsystems of the church influence the whole�a change in one means changes in others.
Congregations sometimes try to change in superficial ways when they understand that
continuing on the current trajectory will mean closing the doors. Such congregations need
to think systemically in order to bring about the deep changes necessary. Strategic points
of leverage exist in order to bring this about. "The fundamental challenge for leaders is to
locate and act on these opportunities" (157).
Integration of the Change Process and the Learning Disciplines
I made a decision early in the study to adhere to Kotter's original change process
rather than follow Herrington, Bonem, and Furr's reworking of it. My reason for adhering
more to Kotter was that I felt the minor changes Herrington, Bonem, and Furr made did
not add significant value to the original model as articulated by Kotter. However, the
strength of the CTM lies in the marriage of a change process based on Kotter's work and
the leaming disciplines based on Senge's work. By blending these two together, the CTM
reinforces Kotter's assertion that the change process is not a simple linear progression.
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Systems thinking characterizes successfiil change efforts. "Because we are talking about
multiple steps and multiple projects, the end result is often complex, dynamic, messy, and
scary. At the beginning, those who attempt to create major change with simple, linear,
analytical processes almost always fail" (25). The leaming disciplines work throughout
the entire process of the change model, giving the progression through multiple steps a
more holistic feel. For instance, I generated creative tension with the initial committee
who met with me to decide whether to bring me to the church as pastor by challenging a
pastor-centric model ofministry and by describing the role of the leader as that of
equipping others for service. Through preaching and teaching throughout various stages
of the process, I sustained creative tension by communicating a new vision for ministry.
Similarly, team leaming began early on with the Administrative Council and other
committees, continued with the implementation of the Vision Team, and culminated in
the creation of several ministry teams that practiced team leaming in ways specific to
their areas of service. Each of the leaming disciplines undergirded the various stages in
the change process, allowing the model to reflect the complexity of organizational
change.
Assumptions ofQualitative Designs
Qualitative designs such as case studies make several assumptions. John W.
Creswell categorizes these assumptions into five general classifications: ontological,
epistemological, axiological, rhetorical, and methodological (5). The ontological class
deals with assumptions about the nature of reality. Qualitative studies emphasize that
people experience reality differently. In order to approximate closely the real nature of a
case study, the researcher must take into consideration multiple points of view. Case
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studies try to capture the perceptions of the participants in order to obtain an accurate
picture of the current reality (Wiersma 198). Epistemologically, the researcher
emphasizes the role ofunderstanding amid a complex context of interrelationships rather
than pressing for explanations in order to control events as in quantitative studies (Stake
37). Researchers do not detach themselves from the context but immerse themselves in
the setting and even participate in it (Wiersma 1 98). Interplay exists between the
researcher and the participants in the study. "The researcher tries to minimize the distance
between him�or herself and those being researched" (Creswell 6). The axiological
classification deals with assumptions about values that both participants and researchers
possess. Case studies recognize that personal biases accompany perception. In
quantitative studies, researchers attempt to limit personal interpretation. In qualitative
studies, interpretation accompanies objective observation all through the course of the
study. The "investigator admits the value-laden nature of the study and actively reports
his or her values and biases" (6). Because of the assumptions made in these philosophical
areas, qualitative research employs a more informal rhetoric than that ofquantitative
studies. Personal voice is preferred. Data comes in the form of key episodes, testimonies,
or stories rather than through variables and scales or measures (Stake 40).
Methodologically, qualitative studies are inductive. Rather than holding fast to the
original design or predetermined questions, case studies evolve in design over time in
order to enrich the understanding of the depth of the case. "Assumptions and conclusions
are subject to change as the research proceeds" (Wiersma 199). Quantitative studies try to
eliminate the situational. Qualitative studies revel in the unique with an emphasis on an
evolving design. "Categories emerge from informants. ... This emergence provides rich
Russell 93
'context-bound' information leading to pattems or theories that help explain a
phenomenon" (Creswell 7). Concem for context minimizes the generalizability ofmost
qualitative research. Generalizability is limited to "the correspondence between the
context under study and other situations" (Wiersma 239).
Conclusion
In response to the continuing decline ofmainline Protestant churches in America,
three major paradigms have emerged in an attempt to rectify the situation. Church growth
and church health have made significant strides forward in the last several decades. The
missional church movement flows out of these two paradigms but also departs from them
in substantial ways. Simply put, the Trinitarian nature and activity ofGod form the basis
for missional theology. Christians are to join in the missio Dei, faithfully reaching beyond
artificial social boundaries to a world ofhurting people without hope.
Most churches in America seem particularly ill suited to carry out their missional
mandate and are in serious need of transformation. Large-scale organizational change is
difficult to accomplish, especially in terms ofpeople's attitudes and behaviors. Leaders
need an intentional plan for the process of change, and the Kotter change model and the
CTM provide that plan in several ways. First, a base of spiritual and relational vitality
lays a foundation on which significant and lasting change can occur. Second, Kotter's
eight stages of changing organizations provide a progression to the end ofmaking a
vision the reality. Third, ongoing leaming disciplines operate throughout the entire
transition, bringing a systems approach to changing organizations. Chapter 3 describes
the methodology of this study, providing a framework for undertaking organizational
change for joining with God in his mission to save a lost and hurting world.
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CHAPTER 3
METHODOLOGY
Purpose
The purpose of this study was to evaluate the effectiveness of transitioning the
leadership of a church through an intentional change process to the end ofbecoming
more missional in terms of attitudes and behavior in risk-taking service. It was bom out
of a sense ofurgency for a multitude of existing churches that are declining both
numerically and in influence over North American society. This case study may provide
hope to those in other settings in the form of a broad outline for renewal through change
toward missional witness and faithfulness.
Research Questions
I identified four research questions at the outset of the study to describe and
evaluate the process of change.
Research Question #1
What attitudes and activities characterized the leaders of the congregation in the
area ofmissional service prior to the implementation of the change process?
In order to assess the effectiveness of the change process, I needed to establish a
baseline ofmissional attitudes and activities. I assessed behaviors that were associated
with missional service by using documentation of the church such as newsletters and
minutes ofAdministrative Council meetings, as well as verbal indications fi-om the
leadership conceming service. Signs of life in the area of risk-taking service would
include examples such as food collection for community-based pantries, ministries to
single mothers and support ofmissionaries. Attitudes toward risk-taking service were
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also reflected in what the leadership concentrated on (what topics of conversation tended
to surface). I recorded this information in the field research notebook. 1 also administered
a questionnaire to participants within the congregation that focused on missional service.
I conducted semi-structured interviews with key informants at the beginning of the study
as well.
Research Question #2
What changes occurred in the attitudes and activities of the leaders of the
congregation conceming missional service after each intervention in the change process
and at the end of the time frame of the study?
Answers to this question tracked the process of change in the members of the
Administrative Council and the Vision Team. The twenty-eight month study
implemented Kotter's eight-stage process of change with special emphasis on stages one
through six. Through broader interventions to bring about greater congregational health
to more specific missional interventions, I documented key conversations, decisions, and
actions with the leadership of Forest Park that resulted in cumulative change by the end
of the study. I made use of extensive field notes to create a record of our path toward
missional change. Semi-stmctured interviews with leaders from the Administrative
Council and the Vision Team at the beginning and ending of the study also helped to
uncover changes in missional orientation and practice.
Research Question #3
What changes in congregational attitudes and behaviors in the area of risk-taking
service are evidences of the changes made with the leadership of the church?
I primarily used the results of the pretest and posttest questionnaires to answer
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this question. While the results also included the responses of those in leadership, the
bulk of the responses came from those not involved in the Adminisfrative Council or the
Vision Team. Along with the interviews of several leaders in the church, I interviewed
five people from the church at large at the beginning of the study and four at the end of
the study, documenting their changes in attitudes and behavior in missional service.
Research Question #4
How did the change model contribute to the change in the attitudes and activities
of the congregation?
This question concems the effectiveness of a particular change model, namely
Kotter's first six steps of leading change. Answers to this question show the relationship
between actual changes and the change model itself Some of the questions in the final
round of semi-stmctured interviews focused on the awareness of the participants of the
change model. I drew inferences regarding the effectiveness of the change model from
my field notes as well.
Type of Design
This project was a case study in the descriptive mode that sought to evaluate the
effectiveness of a change process in a traditional church. I chose the case study approach
because of the complexity of steps in the process of change. The intent was not only to
show a before-and-after change but also the process of change itselfwith its strategies,
decisions, and attendant thoughts and feelings. Observation through a field research
notebook provided the data necessary to create a thick description of the case.
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Researcher's Role
My role was that of a participant-observer. William Wiersma states that this role
is active rather than passive. "The participant-observer attempts to assume the role of the
individuals under study and to experience their thoughts, feelings, and actions" (247). I
not only recorded observations and gave meaning through interpretation, but I also
sought to bring large-scale change to a complex organization with much inertia. I have a
strong bias in believing that the key to renewing the local church is through the visionary
leadership of a change agent coupled with the insight and dedication of a team of lay
leaders. Together, these leaders form the nucleus to shape and articulate vision to the
larger community ofbelievers. My previous experiences as a pastor in a small local
church needing transition as well as my involvement in the Beeson Pastor Program
positioned me to expect to be able to influence the current reality of a similar church in
need of transformation. Missional orientation characterizes my ministry, probably
because ofmy deep roots and family heritage in The Salvation Army.
Site Selection
The site of this case study was Forest Park United Methodist Church in Lima,
Ohio. Bishop Ough appointed me as pastor of this church in July 2005, and it provided an
ideal setting for conducting this case study. This church was in need of transition to
missional intentionality in risk-taking service.
Subjects
The primary subjects in this study were the members of the Vision Team and the
Administrative Council. These groups consisted ofpeople who wield formal and informal
influence in the life of the congregation. The field research notebook concentrated
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heavily on the leadership of the church rather than the congregation at large because of an
emphasis on the initial steps ofKotter's change process for organizations. I selected
informants for the semi -structured interviews because of their intuition and knowledge
conceming the attitudes and activities of the congregation and leadership groups. 1 chose
fifteen people, and 1 interviewed each person separately. Five were members of the
Vision Team, five were members of the Administrative Council, and five were fi-om the
congregation at large. One of the five fi-om the congregation did not participate in the
final round of interviews. 1 sent a missional service questionnaire to every youth member
(at least 14 years old) and each adult active in the church. 1 defined "active" as attending
worship at least twice each month. 1 did not include shut-ins and those who leave for
months at a time in the study.
Ethical Considerations
1 have limited the use of information gathered in this case to the study itself I
have exercised confidentiality of interviewed informants at all times, and I gave copies of
the transcribed interviews to each informant. I preserved anonymity of respondents to
questionnaires by asking participants to code the response forms. Respondents gave the
last four digits of their social security numbers and the first letter of their mothers'
maiden names. Compliance with these instmctions allowed me to track individual
changes without breaching anonymity.
Instrumentation
My primary instmment in this study was an extensive collection of joumal entries
I kept in a file on a laptop computer. Each entry in this field research notebook recorded
the date on which the recorded event occurred, the person or group involved, the type of
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setting (e.g., phone call, committee meeting, one-on-one conversation), a section for
observations, and a section for interpretation. These files allowed me to create a thick
description of the case.
The interviews conducted before and after the change initiative included questions
to identify missional actions and attitudes by leaders and the congregation. I developed a
list of questions as a starting point, but the interviews were flexible enough to go in
different directions. Appendixes A and B record these questions. I used Protocol A at the
beginning of the study and augmented those questions with others in Protocol B in the
final round of interviews. I began each interview with questions conceming the purpose
of the church. In doing so, 1 was attempting to uncover assumptions ofwhat people
thought the Church should be. 1 used this information to ascertain what people value. 1
asked a follow-up question about how we were doing in fulfilling the purpose of the
Church. 1 noted gaps between what people valued and what they were experiencing. The
next set of questions fleshed out the current state of the church by asking what we did
well and what we could improve. In asking about strengths, 1 wanted to uncover areas to
capitalize on as well as to check again what people in the church valued. 1 also wanted to
see ifpeople answered by mentioning missional ministries. In asking about what we
could improve, I wanted to see consensus on some issues that were areas needing work. 1
also used a set of questions to find out ifpeople in the church thought people in the
community were aware ofus. I wanted to find out ifpeople knew about our church
because we helped others in need. The fourth area of questions dealt with missional
behaviors and attitudes within the church. I asked people to enumerate activities of
people inside the church helping those outside the church. I wanted to see if people would
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name anything or if they would default to naming ministries internal to the church. 1
wanted to establish a baseline ofmissional behavior with the first interviews to see if
anything changed by the second interviews. I was also checking to see if the leadership
lifted up missional service to the extent that people in the church were aware ofwhat
others were doing. I asked a question about attitudes toward the poor to uncover biases. 1
wondered how the congregation would treat someone obviously on the margins who
visited our worship service. I also asked questions conceming the attitudes toward world
missions. I designed these questions to discover the form world missions took in the
church. I wanted to see if the congregation had a local bias. In the final interviews, I was
interested in changes people noticed during my time as pastor. Protocol B included
questions conceming the nature of changes people experienced during the time frame of
the study. 1 wanted to see if people noticed changes related to the Kotter process. Most of
all, I wanted to see if any of the specifically missional changes registered with people or
if they simply noticed the more general changes.
In addition to the interviews, I administered a pretest and posttest questionnaire
consisting ofnine questions to track changes in missional attitudes and activities (see
Appendix C). Seven of these questions came fi"om an unpublished questionnaire
developed in the West Ohio Conference of the United Methodist Church (Law 1). 1
drafted two other questions (numbers three and four on the questionnaire) and modified
the wording in the last question, changing it from passive to active voice. Questions one,
two, six, and eight clarify the level ofmissional communication coming from the church.
In number one, the impetus behind the question was to find out if telling and doing
match. 1 wanted to find out if the church emphasized evangelism and outreach equally.
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Questions two, six, and eight endeavor to find out whether the church is motivating,
inviting, and challenging people to serve outside the church. Question three is more
cognitive. I wanted to discover if people were aware of the call for justice in the
scriptures and the responsibility to stand up for the oppressed. Question four is
behavioral. I wanted to know if people in our church helped others in the community with
their physical needs such as clothing and food. The fifth question asks if the congregation
participates in periodic mission projects by sending out people. Question seven is related
to question five. I wanted to know if the congregation would rather send money or
people. This question is particularly important to find out the level ofmissional
involvement of the congregation. In asking this question, I assume that for most people
getting directly involved by giving their time is a greater personal risk and therefore,
indicates a higher missional commitment. Number nine asks a question about Christian
impact on the community. 1 wanted to discover if people best expressed their faith in
church, or if their faith carried over to work, school, or other settings. 1 interpreted a
higher score in all the questions except for questions seven and nine to indicate a greater
missional commitment.
Data Collection and Recording Procedures
In qualitative research, contextualization is important (Wiersma 248). Researchers
fiinction within the setting of the study in order to observe more fiiUy the nuances of the
context (12). People do not form behavior and attittides in a vacuum but develop them
amid the milieu of interrelationships and systems. Observation constituted the bulk of this
study, especially during the process of change itself I kept a field research notebook,
recording the necessary information to recall the context and the significant event.
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Wiersma states that field notes "may be somewhat unorganized and rough. Immediately
following observation, the observer should synthesize and summarize the field notes,
include any interpretations that come to mind, and record any questions that may be
implied" (248). I recorded observations periodically throughout the change process, and
interpretation usually accompanied the observation immediately. I imported information
and quotations from the field research notebook into the Ethnograph software from
Qualis. Using the Ethnograph software facilitated the organization of the data later on in
the process.
Conceming the semi-stmctured interviews, 1 chose fifteen key informants at the
begirming and end of the study. I identified key informants who had a good sense of the
mentality and practices of the congregation. Five were from the Administrative Council,
five were from the Vision Team, and five were from the congregation at large (with one
person who chose not to participate in the second interview). 1 conducted one-on-one
interviews lasting approximately fifteen to twenty minutes. 1 used a tape recorder in order
to have full concentration on what people said. In the first interviews, I experienced
problems with the quality of the recordings. While the bulk of the first interviews came
through on the recordings, some information provided by softer-spoken informants was
lost. Data from two of the interviews was completely unsalvageable. For the final round
of transcription, I used a Pressure Zone Microphone (PZM) to pick up ambient sound
more clearly. I also used a digital recorder. Better quality of the recordings greatly
facilitated the work of transcription near the end of the study.
I administered the questionnaire to everyone in the congregation, age 14 and
older, who fit the category of "active" as a worship attendee at least two weeks in the
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month. I mailed questionnaires with a self-addressed stamped return envelope. 1 sent an
explanatory letter along with the questionnaire stating the purpose of study and giving
instructions on how to code the questionnaire (see Appendixes D and E). The letter
instructed each respondent to use the last four digits ofhis or her social security number
along with the first letter of his or hermother's maiden name as the code. I used the same
procedure at the close of the study. 1 included people who started coming to church after
the initial questionnaire in the final questionnaire and in the composite statistics. I
classified the surveys into two groups: coded and uncoded. Coded questionnaires were
ones that had a positive match fi-om 2005 to 2007. Uncoded questionnaires did not have
such a match. 1 received forty coded questionnaires in 2005 and 2007, forty-eight
uncoded questionnaires in 2005, and forty-five uncoded questionnaires in 2007.
Data Analysis Procedures
In qualitative research, data analysis follows closely on the heels of data
collection and interpretation (Wiersma 202). Early on in making field observations and in
processing the data fi-om the initial semi-structured interviews, I periodically read the
growing data looking for recurring themes or categories around which to base fiirther
reflection and observation. I defined preliminary categories, and I coded the data in order
to make the amount of information more manageable. As categories began to emerge, a
picture of the whole started to fall into place. Members of the research reflection team
also read portions of the data and confirmed the main themes 1 was observing. A process
of sifting and winnowing the data took place along the lines of the main themes
emerging. Stake discusses the importance ofprioritizing information:
Almost certainly there will be many more data collected than can be
analyzed. After getting lots of good observations it is important to identify
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the best and set the rest aside.. . . It is also important to spend the best
analytic time on the best data. Full coverage is impossible.. . . The case and
the key issues need to be kept in focus. (84)
Using all of the available data was a practical impossibility, but by discerning major
categories and key events, I was able to interpret what was going on in the case as it
unfolded.
The questionnaire fiinctioned as an objective check on what I was observing
through the field notes and interview transcripts. Using the results of the questionnaire, I
created a composite picture of the entire congregation's responses to these questions for
the pretest and posttest. 1 used Microsoft Office Excel software to calculate mean,
median, and mode. 1 compared the results fi"om 2005 and 2007 to see if the objective data
confirmed that the church was moving in a more missional direction.
Evidence Pointing to the Effectiveness of the Change Process
In order to ascertain the effectiveness of the intervention to become more
missionally oriented, I developed several markers at the outset of the study to watch for
as the study unfolded. First, 1 noted changes in behaviors related to risk-taking service.
Examples of these changes in a positive direction would be more involvement in acts of
service in the local, national, and intemational contexts. Examples ofbehaviors in the
local setting could include ministry to any at-risk population: the elderly, children, prison
inmates, the homeless, those struggling with addictions, single parents. Ministries on the
national scale would include things such as disaster relief teams. Intemational ministries
would most likely entail the greatest commitment of time, effort, and sacrifice. Examples
include short-term teams ministering directly to the needs of the poor in other countries.
In addition to behaviors, I wanted to note statements related to meaning-making. 1
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recorded statements reflecting attitudes toward the marginalized, overcoming initial fears
or reservations conceming being in ministry to people unlike oneself or statements
indicating a shift fi-om egocentrism to an others-orientation. 1 assumed that people
engaged in meaningfiil mission would find the experience to be rewarding and would tell
others upon retuming to the larger church body.
Another powerfiil indicator of a shift in risk-taking service concems financial
giving to such ministries. If the change initiative was successful, 1 expected to see growth
in special offerings for ongoing ministries to at-risk populations, long-term and short-
term missionaries, and the amount allocated for missions in the budget.
Another positive sign I expected to note was an increase in the number of
testimonies fi-om people on the margins whose lives God had changed. I assumed that as
people within the church embraced the change initiative, contacts with people outside the
church would increase, and these growing relationships would facilitate conversion
growth.
1 also tried to discem beliefs about the purpose or vision of the church throughout
the process. I theorized that articulation of the vision of the church would come to reflect
a greater missional awareness through the course of the change process, especially in
regards to the leadership of the church. I hoped that the vision would move from an
inward preoccupation to an outward orientation.
Finally, I was interested in whether people knew us in our community. I assumed
that if the change process was effective, people in the community would recognize our
name and would know the church as a place where people helped others.
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Verification Procedures
Attempting to verify qualitative research can be a disconcerting enterprise.
Creswell writes, "Qualitative researchers have no single stance or consensus on
addressing traditional topics such as validity and reliability in qualitative studies" (157).
Nevertheless, qualitative researchers can establish internal and external validity as well as
reliability on a limited scale.
Internal Validity
Internal validity addresses the question ofwhether the interpretations arising out
of observations are an accurate picture of reality. Qualitative research depends on
protocols that "triangulate" data. Wiersma says that triangulation consists of a
"comparison of information to determine whether or not there is corroboration. It is a
search for convergence of the information on a common finding or concept" (251).
Researchers can ascertain such convergence by usingmultiple data sources, multiple
data-collection procedures, or multiple researchers analyzing the data.
Multiple data sources were part of the design for the semi-structured interviews. I
interviewed subjects fi-om three different groups within the church: the Administrative
Council, the Vision Team, and the congregation at large. I verified results fi-om the
interviews by sharing the transcripts with them and by asking them to make sure that the
original intent of their answers was not lost in transcription.
I used three different data collection procedures in the study: observations and
interpretations recorded in a field research notebook, semi-structured interviews before
and after treatment, and a pretest and posttest questionnaire.
Several different people made up the research reflection team and corroborated
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several key themes arising out of the qualitative components. By using these means of
establishing internal validity, this study goes beyond dependence "on mere intuition and
good intention to 'get it right'" (Stake 107).
External Validity
As a rule, case study research is limited in terms of generalizability. Wiersma
points out that "the researcher is not concemed with broad generalization of results.
Rather, external validity is more concemed with the comparability of and the
translatability of the research" (211-12). Accordingly, I have described the theories
behind this study in detail in Chapter 2, namely the biblical and theological foundations
of the missional church and Kotter's change model. The primary strategy of observation
using field notes has provided a rich description of the context and process, so that an
understanding of the results should be clear to other researchers.
Reliability
The issue of reliability deals with the ease in which someone else may replicate
the study. As with extemal validity, case studies are limited in terms of replication
because they are interested in the unique aspects of the particular case and concentrate on
the context and personalities ofparticipants. Having qualified the possibility of
replication, the case clarifies mymajor assumptions and biases as the researcher, details
how I selected informants, and makes clear the methods of data collection and analysis.
Given a similar context as well as theoretical assumptions, other researchers may
approximately replicate the major features of this case.
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CHAPTER 4
FINDINGS
Change in a church is not simply a logical, rational endeavor. Change is
emotional. It hits people in powerfiil, sometimes unpredictable, ways. Four months after
my arrival as the new pastor of Forest Park, I spent one moming with "the noodle ladies."
For decades, women of the church have been coming together for making homemade
noodles, but on that moming, 1 realized it was about much more. One of the things that
puzzled me at the time was why they continued to use the older more cramped kitchen
located off the Fellowship Hall rather than use the much roomier and, in my mind, nicer
kitchen built in 2002 in the Family Life Center. After all, we were paying a hefty monthly
mortgage in order to have the Family Life Center. That moming I received an education.
After they mix the dough, they have to roll out the dough to the point ofbeing almost
paperthin before they can cut it into strips of noodles. They directed me to stand at a
certain place in the kitchen where 1 became part of the dough rolling crew. As they
worked, they talked. They talked about the small happenings of the day before. They
updated one another about who needed prayer and for what. They reminisced about ladies
who had passed on, who in their day had taught these present ladies how to roll and cut
noodles in years gone by, along with many other bits ofwisdom.
The noodle lady I was standing next to told me that 1 was in her place. 1 offered to
move, but she laughed and said she could deal with it for one moming. She then showed
me why she liked to stand there. At that place, two countertops came together, so there
was a crack in the counter. She told me to roll my dough over the crack. When it was thin
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enough to see the outline of the crack underneath, it was ready for cutting. It took a long
time to get it thin enough to pass the test.
That moming 1 began to understand why some of the ladies were upset at the
recent changes in the Fellowship Hall. We had designated that space as our primary space
for children's ministry. Formerly the church used it for funeral dinners, church
gatherings, committee meetings, and noodle making. My plan was to shift many of those
activities to our new beautiful facility and to renovate the Fellowship Hall to be more
appealing to children. As the bright primary colors ofpaint went up on the walls, I started
to hear mmblings ofprotest from the noodle ladies and others. I had heard, "You don't
mess with the noodle ladies," but my defensive reaction was to insist that children were
more important than noodles. Our noodle-ladies would just have to adapt and manage the
change. When I briefly entered into the culture of the noodle ladies, I came to realize that
their time and place ofmaking noodles was not primarily about making noodles. It was
their place of connection and belonging. It was theirmeaning-making place where they
processed and made sense ofwhat was going on in their lives with tmsted fiiends. It was
where they remembered and honored those who had gone on before them. Moreover, the
new kitchen did not have the crack in the counter like the old one. What seemed like a
logical, obvious decision to me elicited an emotional negative reaction from them.
This story is one example of literally hundreds of changes and reactions to
changes that have taken place at Forest Park in my first couple of years as pastor. 1 came
to Forest Park, admittedly the youngest pastor ever assigned to them, with the intention of
changing the current reality to become more missional in attitude and action. I believed
that Forest Park was in a long period of stagnation and decline, and that while things
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looked impressive on the outside with a beautiful new addition and an average of above
two hundred in worship, the inside view pointed to a need for fundamental change.
I acknowledge several things about myself that colored and shaped the way this
case unfolded. First, I came with an assumption that strong Spirit-led leadership makes a
difference in the life and direction of a church more than any other single factor. I
considermyself a change agent, specifically called to help renew and strengthen existing
ministries in a mainline denomination. My burden is to help people in the church engage
in meaningful ministry with those outside the church. I believe that leadership can foster
the right environment in making needed changes for the purpose of such engagement.
Second, I came in with a previous experience in another church ofhaving significant
opposition from a small group of influential people. 1 came to Forest Park with the
expectation that at some point opposition would mount. I expected that when we made
changes, a percentage of people would leave, and another percentage would stay but
make things difficult. 1 had no illusion that all would appreciate change and understand
our movement in those directions, and I expected some people to direct their anger at me
personally. A third reality for me was awareness that 1 was following a much-loved
pastor after fourteen years ofministry. I knew that I needed to create space to be the
pastor that God called me to be and not try to become the pastor that went before me
because ofpeople's expectations ofwhat a pastor should be like. I was very aware that
people were used to access to him at all times and expected a highly relational ministry
that was pastor-centric. I came with a feeling of trepidation that people would try to force
me to become their chaplain, even though the church had asked the bishop to appoint to
them a change agent. Finally, I recognize my own tendency to become frustrated with the
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slow pace of change in a h-aditional church. 1 wanted our leaders to embrace change more
quickly than some were able or willing, and I wanted people in the pews to understand
the need for change more quickly than was likely. My temptation was to scrap the
existing reality, regardless of the people involved, and move forward with the new way
before people were ready. I dealt with a level of frustration throughout the case as the
change agent that the changes were coming much more slowly than I preferred.
Report of Research Question #1
The first research question was, "What attitudes and activities characterized the
leaders of the congregation in the area ofmissional service prior to the implementation of
the change process?" I acknowledge that when I came as pastor to Forest Park UMC, I
did not start from ground zero in a missional sense. My role was not that of a creator of a
new reality so much as a discoverer ofwhat was already there in embryonic form.
Miscellaneous Offerings
I found the following baseline missional giving pattems. The minutes of the
Administrative Council from the two years prior to my arrival as well as my observations
in the first couple ofmonths ofministry at Forest Park reveal sporadic offerings
throughout the year for various causes. One of these was "Blanket Sunday," when we
took up an offering for Church World Service to provide blankets for refiigees. This
activity is an annual offering in the fall. The church also has two denomination-related
special offerings (the One Great Hour of Sharing and World Communion) as well as
offerings every Christmas and Easter. Recipients of the holiday offerings included local
agencies such as the Samaritan House (a homeless shelter for women and children), the
local chapter ofHabitat for Humanity, and the Lima Rescue Mission (a shelter for single
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homeless men). The United Methodist Women's group takes part annually in the Festival
of Sharing, another denominational outreach, by collecting items for children to go to
school in the fall. Sometimes we gave extra things to local agencies. For instance, we
gave overflow items from our nursery to Heartbeat of Lima, an agency that counsels
women contemplating abortion. After a church dinner, we gave the leftovers to the Lima
Rescue Mission. During the Christmas season, people put together and deliver "cheer
plates" of cookies, candy, and fiuit for homebound people. On one occasion in February
2004, the church took up a special offering for a child in the neighborhood who was
fighting leukemia. The church has a "baby bottle" offering annually for Heartbeat of
Lima, when people are encouraged to take baby bottles and fill them with loose change.
In the summer of 2005, our Vacafion Bible School collected a tent full of canned goods
for the Churches United Pantry (CUP), a local food bank, as well as making an offering
of $500. The church also participated in "miracle offerings" by sending offerings for
mission with the delegates sent to the West Ohio Armual Conference. I can summarize
our missional giving by saying that people give generously to projects whenever there is
a demonstrated need and someone to organize a special offering.
Budget
The church had a minimal commitment at best regarding budgeted items for
missions. The 2005 budget contained one line item labeled "Missions and Evangelism."
The total allocated for both of these was $500, but we rarely spent that money for any
purpose. Another line was "Helping Hands" for $400. When I asked what that line was
for, many of our leaders did not know. I eventually ascertained that it was for helping
people who came in off the street with a variety of different needs: food, gas, etc. I
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noticed that we never spent out of that line item, so 1 asked our Missions Committee
Chair about it. She did not know about that line item in the budget, nor did she know its
intent. We had a small amount ofmoney in the budget to help people, but we never
seemed to use it, although people came to our doors for help frequently. 1 also noted by
way of contrast that we had $600 allocated for funeral flowers, and we used this money
all the time. From a budgetary perspective, we were spending more on funeral flowers
than on missions and evangelism combined.
Behavior
Regarding hands-on missional behavior, I found that people gave of their
financial resources much more readily than they gave of their time. Those whom 1
interviewed early on confirmed this impression unanimously when 1 asked the question
ofwhether this church was more likely to give of their time or their money. A typical
response was, "Right now, it's probably financial. Give the dollar and be done." 1 found
that those involved in hands-on, face-to-face ministry were a small minority of our
church population and that the church had no overall organization or plan for equipping
and releasing people into ministry. I found that several people championed different
causes but that their work was largely underappreciated and even unknown by the
congregation as a whole. We had two older couples who went monthly to the "Our Daily
Bread" agency, a local soup kitchen, to help serve a meal. They gave reports to the
Administrative Council each month ofhow many people came through the line. One
leader was helping to build a house locally with Habitat for Humanity. Our youth pastor
was generating some activity the first summer 1 was here by having the kids participate in
"Lima Land Missions Week," a week volunteering at various agencies in town. Their
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group of four to five kids volunteered at Habitat and stocked the shelves at CUP, one of
the food banks in town. We also have a few adults who go monthly to serve people as
they come in for food at CUP. One leader in our church is a paid employee ofHeartbeat
of Lima, and through her influence the baby bottle offering took place. Another couple
was involved in leading addiction recovery groups hosted by another church in town. In
terms of people going on intemational short-term mission trips, we had two individuals
that went on a medical mission to Mexico several years ago. They went with a group
fi-om another church in Michigan. We also had a teen go on a mission to Russia with a
different United Methodist church in the county. When asked to identify ways that people
knew us in our vicinity, eight of thirteen mentioned "Fun Day." A group in our church
known as "Friends of Faith" started Fun Day a couple years before 1 came as an outreach
to people in our community. It is a neighborhood party with big blow up games and
activities, craft-making tents, pony rides, and free food. Of all the things the church did in
a missional sense. Fun Day generated the most volunteer help from those in the church.
For the most part, people involved in mission found their own way into mission
contexts through other organizations and churches. With the exception of Fun Day,
Forest Park's leadership offered no coordination for missional oufreach. People had
minimal investment in terms of hands-on involvement for missional causes.
Attitudes
1 established baseline attitudes toward missional service primarily with the use of
a simple survey distributed in October 2005 and in interviews with a cross-section of
people in the congregation. Table 4.1 shows the results of that initial survey.
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Table 4.1. Mean Scores of Perceptions of Missional Commitment in 2005 (n=88)
Survey Questions Baseline Response
(scale 1-5)
1. Our church equally emphasizes telling others about God's love (evangelism) 3.74
and demonstrating God's mercy (outreach).
2. My church regularly motivates me to serve outside of the church. 3.39
3. Scripture calls Christians to stand up for the oppressed and disenfranchised. 4.50
4. 1 engage in outreach like distributing clothing, food, or other physical 3.53
assistance to people in our area.
5. Our congregation participates in periodic mission projects by sending people 3.50
out to serve.
6. My church regularly invites me to try new mission and service opportunities. 3.20
7. My church would rather send money for missions than send people. 3.52
8. My church challenges me to put my faith into action outside of the church. 3.82
9. 1 express my faith best within the congregation rather than at work, school, or 3.00
some other setting.
For the most part, averages tended to be toward the middle of the five-point scale.
One notable exception was the response to #3: "Scripture calls Christians to stand up for
the oppressed and disenfranchised." While an awareness of the scriptural mandate to
advocate for the oppressed and disenfranchised was evident, responses to questions
conceming personal involvement or church involvement in missional activities were
generally lower. Respondents generally agreed with statement number seven: "My
church would rather send money for missions than send people."
When I asked those in the initial round of interviews ifpeople came to church
expecting to minister to others or be ministered to, ten out of thirteen responded with
"ministered to." Two responded by saying people expected both, and only one thought
people came to minister to others. The responses revealed some baseline attitudes toward
missional service:
"Oh, they expect to be ministered to,. .. and I would say that has happened
the whole life of this church."
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"I think that's just the way it's been. I think it goes back to that comfort
zone."
"I've heard it, 'I've done my part. It's time for someone else to do their
part.'"
"It's the way it's been in this church.. . . Nobody has really brought it up
that we should minister to people."
"You come to church for that hour to sit and hear the preacher and you go
home.. . . That's what our church has always been."
People had little expectation that they would come to church in order to minister to
someone else.
When asked about attitudes toward the poor, people gave a variety of responses.
Seven of thirteen expressed that people would be friendly to someone who came to
worship who was obviously poor. Two expressed that people would feel compassion, and
five suggested that people would give money to someone if asked. Three people said that
the average person in our church would shy away out of fear from someone obviously
marginalized. Two said they would distrust the person out of fear that the person would
take advantage of them. Three believed that people would experience different receptions
depending on where they sat.
Conceming people's attitudes toward world missions, I asked a question about
whether people in our church would go on a short-term mission trip if the church
provided the opportunity. Two responded affirmatively, nine responded negatively, and
the rest did not know. Early on, I realized that several people differentiated between local
missions and other missions, most had a general feeling that "[w]e should help people
close to home before sending money somewhere else." Many of our people considered
payment of denominational apportionments to be our total commitment to missions, as
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well as the special offerings taken up throughout the year and missions projects led by
our United Methodist Women's group. Several of our leaders expressed on different
occasions that missions should be more than sending money in the way ofour
denominational apportionments. One person recounted how as a child he could remember
his mother giving hot meals to hobos who came to the back porch. He said that missions
should simply be about doing what we can for the people we see around us. In the same
conversation, he mentioned an elderly woman down the street who could use some help
with her yard. He wanted to be part of a church that would identify practical needs and
ask people to help on the local level. When I said that many people consider our
apportioimients to be our missional commitment, he reacted strongly and negatively that
missions should not be something we send money for around the world when we have
people hurting right here in Lima. For him, a fiill-bodied commitment meant a hands-on
grassroots commitment on the local level. Another influential leader felt fiustrated by a
lack ofmissional vitality, again reacting against the idea that paying apportionments is
the extent of our missions. He expressed that missions needs to be something we are
involved in and not just something we send money to. In relating a need to the
Administrative Council about a family involved in our preschool, he said, "It's great to
send checks off to mission work somewhere else, but it's more meaningful to do things
for people around here." In these statements, our leaders were reacting against two things
at once: that missions is only money and not time and that missions is somewhere else
and not here. In these interactions, I saw signs that some leaders were already on the way
in their thinking about their missional commitment before we implemented the change
process to that end.
Russell 118
Readiness for Change: Baseline of Spiritual and Relational Vitality
In the Congregational Transformation Model, spiritual and relational vitality form
the foundation for the process of change. I found that much of the work of transformation
to a more missional focus was in raising the levels of spiritual and relational vitality
within the congregation.
As a baseline for spiritual vitality, 1 found a church strongly entrenched in their
own traditions with an often-spoken value that church is for meeting the needs of its
people. In comparing three bulletins fi-om the first Sunday in May 1994, 1998, and 2005,
I found little deviation from a prescribed order ofworship. For years, the elements of
worship followed in a predictable way to the point that people told me they did not need
to look at their watches during the service because they knew what time it was based on
what was happening in the service. One prominent leader in the congregation told me that
she never had to think too hard in the service and that she was in the habit ofwriting her
grocery list during the service. The pastor plarmed the service by himself rather than with
a team, and the main changes were different calls to worship and prayers printed in the
bulletin. Similarly, the church used three hymns for the three "hymn slots." The choir
always sang an anthem before the moming message, and during the summer months
when they were off, they always filled that time with special music. The unchanging
order reinforced the feeling of stability and control: People knew what was going to
happen, and that consistency gave many a comforting feeling.
In terms ofpastoral care. Forest Park had a traditional pastor-centric model of
care giving. Newsletters often printed thank you notes sent to the pastor for his many
visits to those who were sick or in the process of losing a loved one. Several of the
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elderly couples expressed that they were used to receiving weekly visits in their home
from the pastor. While the laity certainly expressed care for each other through many
avenues, it was understood that if someone were in the hospital or homebound that the
pastor would visit regularly. Attendance for the fourteen years ofmy predecessor was
remarkably stable. Averages never deviated from the range of 201 to 23 1 suggesting to
me that the church had hit its capacity for those to whom the pastor could personally
provide care.
Opportunities for discipleship centered around three adult Sunday school classes,
one class for children, junior worship for children during church, and seasonal short-term
Bible studies. In confrast to the steady average worship figures, Sunday school attendance
showed a significant decline, from a high point in 1992 of eighty-one people to a low in
2004 of thirty-nine people. Some good things were happening in the adult Sunday school
classes, but on the whole these classes were poorly attended. I also found that the
children's ministry during Sunday school had a majority of time-filling activities such as
coloring pages with little teaching on core Bible stories or values.
On the topic of stewardship, I found that few people liked to talk about money in
the congregation as a whole. Forest Park had been a low-confrontation culture, and the
level of stewardship was anemic as a result. The church heard about financial stewardship
one Sunday out of the year, preceded by a letter outlining why giving was important. On
that Sunday, the pastor gave an opportunity to make a pledge for the coming year. The
leadership of the church did not follow-up, so if people were not in church for that
Sunday, they had to initiate making the pledge after the fact. The approach to the capital
campaign for the construction of the Family Life Center was also minimal. Some
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information went out about the plan for the facility including a "virtual tour" of the
projected facility given by the confractor. The church addressed the issue of giving
money to the project through one plea given in worship, through a letter sent out by the
pastor, and through an article in the church newsletter. While approval for the new
addition was at an 87 percent level, one large memorial gift paid for the majority of the
preconstruction costs. The people supported the idea but were not invested in the project
on a broad-based level.
On one occasion early in my tenure, I made a statement to the Finance Committee
that only those who were tithing should continue serving on the Administrative Council.
After the meeting, the Finance Secretary shared with me that ifwe enforced this standard,
few of the current leaders would remain. An often spoken assumption was, "Giving is
between me and God." The approach to giving was to ask people to give as much as they
could, but in the end, the church had no business knowing what someone gave. I found
this attitude to be crippling when we needed to heighten the expectation for giving to
meet general operating needs as well as paying down our debt on the building. 1 also
found this attitude to indicate that the level of spiritual vitality needed to improve ifwe
were going to move in a more missional way.
In terms of relational vitality, most attendees have a strong sense ofbelonging to
Forest Park and to the people there. The reigning metaphor is that of a "big family." As
an incoming pastor, I heard on a repeated basis, "We are a big family," or, "When you
mess with one member of a big family, you mess with them all." This value of
togetherness came out in a variety ofdifferent ways. When asked what we do well as a
church, ten of thirteen I interviewed named caring for each other. When people are sick
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or are in the hospital, they often receive many cards from those in the congregation. Ten
of thirteen also said that we eat well. Forest Park hosts several huge fiind-raising dinners
throughout the year when most people in the church come to eat, with the more active
members helping in the kitchen or in the serving line. These dinners have always been a
point ofpride for our people, and these occasions help to form our identity as a group.
The downside ofbeing a big family is that however big the family is, not everyone feels
included in the family. As a visitor or new member, the big family can be hard to break
into. Times of greeting during the service are particularly awkward, where everyone else
is cormecting together but visitors on occasion stand by themselves. On one particular
Sunday we took in several new members, and I shared in the sermon that we need not
only to bond together but to bridge out to people we do not know. We had a dinner after
the service when 1 noticed two different couples just brought in as members sitting at
tables by themselves. Animated people cormecting together with conversation and
laughter were all around, but no one attempted to engage the new members until my wife
asked one of the couples to sit at my family's table. The other couple remained by
themselves for the remainder of the meal. These examples of exclusion point to a gap
between what we value and what some people's experience may be. With these
exceptions noted, the relational vitality of the congregation was strong when I began my
time as pastor. The congregation was free from rancor, and people tended to have healthy
relationships with one another and enjoyed each other's company. Sfrong fellowship
continued throughout the duration ofmy study.
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Report of Research Question #2
The second research question is, "What changes occurred in the attitudes and
activities of the leaders of the congregation conceming missional service after each
intervention in the change process and at the end of the time frame of the study?" 1 found
answering this question to be somewhat problematic because my original conception of
the change process was too linear to fit the reality that unfolded. As I designed the study,
I assumed that 1 would lead several large missional interventions that would correspond
to the steps in the Kotter change process. While we orchestrated several definable
interventions, I found that the change process was more fluid than I originally assumed.
Rather than a few, highly definable large missional interventions, the change process at
Forest Park consisted ofmany little pushes, conversations, and decisions made along the
way. I also discovered that before the church could change in specifically missional
ways, the church had to grapple with the need for making any kind of change at all. Many
of the changes we made during the time frame of the study were not specifically
missional in character but were pre-missional. As a leader wanting to bring about changes
of a missional character, I found this delay to be disorienting and frustrating. My view
during much of the study was that issues in other areas of the life of the church were
displacing issues of a more missional character. I later realized that these non-missional
changes coupled with communication of a missional vision prepared the way for a more
missional ministry later on. A fitting analogy would be a boat trying to make its way
down a river that has a logjam. I thought I would be working on the speed of the boat
when, in fact, most of the work was in removing the logs in the way.
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Having qualified Research Question #2 by noting that the change process was
more fluid and more diverse in scope than I originally imagined, I did incorporate a series
of interventions throughout the twenty-eight month duration of the study that roughly
correspond to the stages in the Kotter change process. While I did not observe much
change in specifically missional ways with most of the early interventions, they had a
cumulative effect of creating a more missional orientation in the leaders of the church by
the end of the study. The different responses to interview questions in 2005 compared to
2007 show an increasing awareness of those outside the church. For instance, when 1
asked what the purpose of the church was in 2005, five of nine leaders responded by
naming making disciples for Jesus Christ or some variation thereof Four named inwardly
focused purposes such as inner growth or support ofmembers and tradition. By 2007,
nine of ten leaders responded with making disciples of those outside the church, while
only one answered in an inwardly focused way. In the question ofwhat kinds of activities
the church engaged in to minister to those outside the walls of the church, no leaders
mentioned short-term mission trips in 2005. In 2007, ten of ten responded by referring to
tiips taken by those in our church to serve people in need. Appendix F shows a
chronological timeline of the interventions during the course of the study.
Stage 1: Establishing a Sense of Urgency (July-December 2005)
As I began my time as pastor of Forest Park, 1 had a series of interventions within
the first six months that had the effect ofupsetting the equilibrium and establishing a
sense of urgency for change. My initiative ran counter to the common notion that pastors
should change nothing within the first year. I was relying on people in the church giving
Russell 124
me the benefit of the doubt as their new pastor, and 1 did not want to lose the opportunity
of the transition to begin the process of change.
The first Sunday moming service was also my first intervention. While I
intentionally kept the order ofworship the same, I departed fi-om long-held traditions by
not wearing a robe (1 wore a nice shirt with a blazer) and by preaching fi-om the floor
with a music stand instead of using the pulpit. I had met with some of the founding
fathers and mothers of the church earlier in the week, and 1 used their stories of the
vision, stmggle, and joy in beginning the church to challenge us to continue that original
pioneer spirit. I wanted to join them in celebrating their bold steps of the past but also
carve out the opportunity for bold change in the future. People's reaction to me after the
service was immediately positive and affirming, and they expressed that they were glad 1
was their new pastor. Later that week, Louis, the chair of the Tmstees asked ifhe could at
least get a music stand that looked decent if I was not going to use the pulpit. Another
person, Karl, asked me if 1 could stand on a higher step when I spoke and not move
around so much. He explained that he had trouble hearing, so he had to watch my mouth
move to figure out what I was saying. A younger man told me several months later that
he wondered why I was not even wearing a tie. For the most part, people were extremely
positive.
Over the next eight weeks, I preached a sermon series called "The Church ofMy
Dreams" to describe a vision ofwhat the church could be. This series constituted a
second intervention as 1 tried to plant some seeds in various aspects of the church's life
that 1 hoped would come to bear finit later on. During those eight weeks, I shared that I
wanted to be part of a church that released people to dream. I spoke on service, that 1
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wanted our church to call ordinary people into extraordinary service. 1 shared about
evangelism, that we should be both relational and invitational�a "come and see" kind of
church. In the fourth week, I talked about breaking down barriers in order to bring people
into the presence of Jesus. I shared about discipleship, asking the congregation to get a
bigger pot, letting their roots go down deeply into the soil ofGod's Word. Next, I spoke
on worship, that worship is a cleansing fire that brings healing, forgiveness, and resolve
to follow God, sharing him with the world. I also shared about giving, that God wanted to
bless his people with the gift of giving, opening up blessing and joy in their lives. Finally,
I shared that church should be a tightly knit team, made up ofpeople with different skills
and passions, all working to the same goal.
Throughout this series, I started to experiment by changing, adding, or removing
different elements ofworship. Because we had no children as acolytes and we were
asking reluctant teens to help, we omitted processing in and recessing out. I started to
greet people row by row before the service began. Because I was getting some
complaints that the service was too long, I omitted the second hymn from the order of
worship, and I asked the choir to sing as an offertory rather than a separate choir anthem
to consolidate time. I also increased the frequency of serving communion from once a
quarter to once a month. The church always served communion by passing trays in the
pews. While I continued this practice, I also started to serve communion by intinction on
some Sundays.
During this time, people started to self-select into two distinct attitudes toward me
and the changes 1 was introducing. One group was wildly enthusiastic. They continued to
give comments that they loved how I preached and that God was speaking to them in
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times ofworship in powerful ways. Nathan, the Chair of Staff-Parish Relations
Committee, called to tell me that everything was going positively. People kept sharing
with him great comments about what was happening in worship. One person shared with
me that when she came forward to receive communion in "the new way," 1 called her by
name. She said that was the first time a pastor had ever addressed her by name during
communion, and the sacrament became so much more personal.
However, another group reacted in a defensive, negative way. One issue was the
length of the service. People thought they wanted their church service to last one hour.
They liked getting to the restaurants for Sunday lunch before they became too busy. They
believed my sermons were too long and rambling. Some felt physically uncomfortable
sitting on hard pews for so long because ofhealth conditions. Eddie, the chair of the
Finance Committee, told me that some were asking him if 1 was so arrogant to think that
my long sermons were more important than their physical discomfort. Some were
reacting to changes such as the omission ofhaving acolytes bringing in and taking out the
light ofChrist. Symbolically taking the light ofChrist out into the worid was important to
them. On one occasion, Karen, an elderly woman in the congregation, came in to talk to
me conceming communion. She said that the previous pastor made plans of doing it a
different way, but that she brought it up at a meeting and said that he could not dishonor
the body of Christ by dipping it into the juice. She felt strongly that the ushers should
pass communion in the trays as it was supposed to be. She did not want to have anything
to do with that "dippin' kind" of communion. She told me to let her know when we were
doing it that way so that she could go to another church. The main point of resistance
came from the choir and from Steven, the staff person in charge of the choir. Some
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believed that by asking the choir to sing during the taking up of the offering I was
slighting them and the work they put into rehearsing. One person threatened that if the
new order of service continued, he would quit the choir and probably stop coming to
Forest Park altogether. The negativity for the most part did not come to me directly, so
for a time I remained insulated from it and assumed that everything was going well for
everyone. After a few weeks, comments and stories started to come to me secondhand
through various people who would not say who was having the problem, just that people
were having problems making the fransition in general.
Beyond the forum ofworship, I started to make changes to increase the sense of
urgency in almost every committee and team as I started to meet with them. I found that
in many groups, members had a stunted understanding ofwhat their main task was, and 1
wanted to expand their understanding ofwhat their role could be in the life of the
congregation. My pattem was to meet with the leader or chair of the team, ask them what
their group was all about, and then start to describe a picture ofwhat could be.
One example is Adminisfrative Council. I found that the Council had over twenty
people who usually came, most of them because they were in charge of a certain
ministry. Each person was on the agenda to give a report ofwhat was going on in their
area. Meetings lasted for an hour, so people had a brief time allotted to give their report.
One leader reflected, "[M]eetings always . . . seemed to just kind ofbe the same meeting,
different month." I shared with the Chair of the Council, a schoolteacher named Frank,
that under the current structure, we were simply managing whatever came up in the
current reality. While management was an important part of the Council's work, simply
giving reports left no time for leadership development and visioning for the future.
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After simply observing a regular meeting in the first month, in the second meeting
we carved out time for discussing the book. Who MovedMy Cheese, and we began
talking about the nature of change, especially in a traditional organization such as our
church (Johnson). In the next months, we continued to abbreviate our managing activities
and left time for leadership training. I shared with them concepts such as the life cycle of
a congregation. I plotted a bell curve on a dry erase board, explained the different stages
in the life of a congregation, and then asked them to put an X on the place where they
thought our church was. To a person, they all chose a place on the downward side of the
curve, citing many reasons for doing so. I then shared the good news with them, that we
need not continue on the downward trend but could begin to redevelop our congregation
by redefining who we were and by changing some of our long-inherited pattems and
assumptions. People seemed both hesitant and energized by this discussion.
On another occasion, I shared the concept of the diffusion of innovation (Rogers).
Again, I plotted a bell curve, identifying how people react to change and innovation along
the spectmm ofbeing an innovator to being a laggard. I told them that the mistake
churches often make is to wait until everyone is on board before making a needed
change. Some people will change only when the majority of other people in the group
have already changed. By waiting for everyone to agree and get on board, we surrender
the initiative and put off needed changes indefinitely.
Both the life cycle and an understanding of the diffiision of innovation formed a
needed backdrop for our leadership as we made our way through potentially divisive
changes in our church. Leaders began to understand that being upset with change is
normal. They also leamed that negative feelings were not necessarily a sign that things
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were going awry but may be a sign that things are heading in the right direction. We
gained permission for people to disagree but to move ahead anyway as an organization.
Other examples of changes in existing groups included worship committee,
nominations, children's ministry team, and the praise and worship team. The worship
committee understood its task to decorate for Christmas and Easter. 1 cast a vision first
with the leader, then with the group, that a team could plan worship several months out. I
stressed that worship would be based on multiple-week series with each week centering
on a particular theme. I also wanted all the worship elements to work toward the same
end to communicate the theme in a powerful way. From hymns, to Scripture, to
children's chat, to choir selections, to the sermons, and to prayers, 1 wanted one big idea
or focal point for our times ofworship. In making any change in the structure of an
existing group, I acknowledged that my vision was not what they probably signed up for
originally, and I gave permission to bow out with no apologies necessary if they felt that
they did not want to be part of the new structure.
In the area ofnominations, I stressed that the task was not simply filling holes of
needed positions as church conference rolled around every year, but it was about
stewarding the gifts of the congregadon. 1 cast a vision ofhow we could help people
discover spiritual gifts through a process of taking an inventory, meeting with someone
on the committee to explore areas of strength and passion, and then matching people on
an experimental basis with positions and teams needing volunteers. Our nominations
committee was the first group to take the inventory, and then we gave the opportunity to
discover spiritual gifts to the entire congregation.
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Our children's ministry team was another group in which I immediately
intervened. One problem was that our children's ministry did not have a place they could
call their own. Classes shared space with our preschool, or they met in multipurpose
spaces that adult groups used throughout the week. Sunday school consisted of a five to
ten-minute lesson and copied pages for coloring. Teachers geared their lessons for
preschool age, even though a handful of elementary-aged children attended. We had a
shortage of adults who helped with children's ministry, so I invited anyone who was
interested to a meeting to reorganize our children's ministry. 1 put the children's ministry
under the direction ofour full-time youth director, and I suggested that after the team
solidified we put into place a rotation-module curriculum. The idea was for children to
leam the same story formultiple weeks but to use different activities such as drama,
computers, cooking, crafts, and music. We also made plans to renovate our Fellowship
Hall, a large space traditionally used for adult meetings, sewing, noodle making, and
funeral dirmers, for our children's ministry. We submitted these plans to the Trustees to
approve painting the room in bright primary colors and to designate the space as
belonging to the children. A few children's workers left that area ofministry over the
changes, but several others joined the team. The positive part of this change was that the
children's ministry started to have more of an identity and direction. By the end of the
time of the study, however, the team chose a different kind of curriculum and place to
have the children's ministry.
Another change had to do with a musical group made up ofprimarily baby
boomers known as the praise and worship team. They were playing Christian music with
a more contemporary flavor, but their forum was during the Sunday school hour once a
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month in our Family Life Center. I realized that the people in this group had the potential
of spearheading a second service. The first change we made was to move them into the
sanctuary during the Sunday school hour. Changing where and when they played broke
the barriers ofhaving drums, guitars, and a screen to project onto in the sanctuary. After a
few months, I invited the group to play in the main service and to lead worship. We
designated the second Sunday of the month as the praise and worship service. The effect
was polarizing. Some appreciated the new direction and believed the service was
designed for them instead of their parents or grandparents. Others were dissatisfied and
either gritted their teeth through the service or decided to go to another church the second
Sunday of the month. The message we sent was clear: Before too long we would need to
plant a new service, allowing people to pick between attending a more traditional service
or a more contemporary one.
Another area of change in the first months ofbeing at Forest Park was in
managing staff. On 1 1 July 2005, 1 held a staffmeeting with every person the church
compensated. The meeting included paid musicians and our preschool staff as well as our
core staffof administrative assistant, youth director, and custodian. During the meeting, I
discovered the church had no methods for evaluation, or policies and procedures for staff,
or a cohesive identity for our staff. Wendy, our organist and a local music educator in an
elementary school, told me that our staffmeeting was the first one a pastor invited her to
in twenty-five years ofworking at Forest Park. A week later, I met with the Staff-Parish
Relations Committee. Along with constructing a plan for evaluating employees and
starting to talk about policies and procedures, we established that I would be in direct
control over the supervision of our staff We also clarified the role of the Staff-Parish
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Committee that they were not the grapevine to the pastor for anonymous gripes and
complaints, but that they were to help make sure each staffmember remained healthy and
growing in abilities.
During this time, 1 also signaled a change to the church in how we were going to
think about membership. We had a membership of over five hundred people yet two
hundred were coming on an average Sunday moming. Under half of our membership was
coming to our church. The church had not contacted inactive members about the status of
theirmembership formany years. In preparation for our annual church conference, we
prepared a list of people who had not been active for several years. We asked a group of
women to go through the list to make sure we did not have people on the list who were
physically incapable of coming to church. We also had our financial secretary go through
the list to make sure we did not have people on the list who had contributed in the last
year. By the end of this process, we had over 1 50 names on our list to receive a letter
regarding the status of their membership. The letter was extremely cordial and
diplomatic, introducing who I was as the new pastor and also asking people either to
come back to support their church, to transfer to a church of their choice, or to allow us to
help them find another church if they had moved out of the area. In the ensuing weeks, I
received several irate responses in the mail as well as some comments fi-om people in the
church that people were upset about the membership letters. Eddie, who was always good
about bringing issues directly to me, shared that he had received a phone call fi-om a
couple in our church who were extremely upset that their adult child was being "cut off
by their home church. The person who had received the letter had lived out of state for
over ten years. Eddie brought up the issue again in the September meeting of the
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Administrative Council. He asked me to furnish the letter to the leaders to see what the
letter said, so that if they received complaints, they would know how to respond. When I
provided the letter to them, all agreed that it should not have been cause for offense.
While we were struggling over the issue of contacting inactive members, 1 also put in
place plans for a four-week membership class to explain the basic vows of prayers,
presence, gifts, and service. We had a number of people who signed up and took the class
to become members. Between contacting inactive members and by communicating some
of the expectations to incoming members, we began to raise the bar for membership in
the church, revitalizing the concept ofmembership as a current commitment that people
should take seriously.
The area in which we made the biggest strides forward for creating urgency in the
first six months was the area of finances. After I came to Forest Park I realized we were
in trouble financially and that as a whole the people at Forest Park were shying away
from dealing with that reality. In the first Trustees meeting 1 attended on 1 1 July 2005,
some of our leaders referred to the fact that we were cutting into our undesignated
bequests in order to meet our operating expenditures and to make mortgage payments on
our Family Life Center. At that meeting, I expressed that this way ofoperating was a
telltale sign of a church on the decline. I also said that regardless ofwhatever activities or
signs of life were happening, cutting into our bequests to keep our doors open meant that
we were dying financially, and other kinds of death were sure to follow. Two weeks later,
I met with Eddie the finance chair, when he echoed, "our congregation is dying from a
financial perspective." He said, "I am fifty-eight years old. And I am young compared to
the rest of the congregation." Eddie was connecting the financial reality with the overall
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age of the congregation saying that ifwe did not replenish the ranks of serious givers in
the church, then we would not like the result. Eddie put dollar amounts on the state of our
affairs. Based on our budgetary needs broken down week to week, in 2004 we were $950
short per week. In 2005, we were averaging an $814 shortage per week year to date. I
asked Eddie ifwe ever formed the budget based on what we expected to receive from
offerings. He said that we based the budget on what people thought they would need. He
then added the comment, "We go by faith here," meaning that people at Forest Park
believe part of faith is to ask for what they need in the budget regardless of how much
money is coming in. I asked Eddie what the difference had been in recent years to put the
pressure on the church financially. They had always paid their bills, including 100
percent of denominational apportionments. He replied that by taking on the cost of the
Family Life Center, we were sfretching ourselves beyond the breaking point. Of all
people in the church, Eddie was one of the few who were dealing with the actual
financial reality, and while that reality was bleak, he seemed encouraged that I was at
least taking notice of it and wanting to reverse the trend.
As the leaders of the church, our discussions in the Administrative Council
conceming the life cycle of the congregation led us into the topic of our flagging
financial situation in our 19 September meeting. Some wondered why people in the
church did not seem more concemed about our situation. After all, we were printing a
financial report on the back of the bulletin each week that showed our deficits. Some
responded that our people were, by-and-large, sticking their heads in the sand. They
believed that many never looked at the information because they did not like what they
saw, and we were a church in denial about the real state of our affairs. One thing that was
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confusing many people was that we were showing a balance of $70,000, so they believed
everything was fine financially.
Following up on our previous discussions, Eddie led the Finance Committee in a
more detailed discussion during their meeting on 3 October 2005. He had worked out that
his previous numbers were too optimistic and that we were actually short by $1,400 per
week on average. He projected that by the end of the year, we would have a deficit of
around $83,000, which would more than wipe out our cash reserves. Those attending the
finance meeting were shocked. Many were operating under the false assumption that we
had a much larger amount in our reserves and had not connected that we had been raiding
this account to meet our current expenditures. At this point, 1 shared that we needed to go
to the congregation and present the real financial reality. No one spoke for a few
moments, and then Eddie expressed what many were thinking. He rightly pointed out that
we had little margin for error and that we could not afford too many more people walking
away fi-om the church. He wondered ifwe presented this information, if too many people
would decide that our church was a sinking ship and decide to go elsewhere. I
acknowledged this was a danger. However, the greater danger was for the majority of our
congregation to ignore the warning signs we were putting out. The downward spiral
would continue with everyone acting as if things were fine until the bottom fell out.
William, our lay leader, suggested that we share more information with the
Administrative Council at the next meeting and then share with the congregation after a
Sunday afternoon potluck.
At the next Administrative Council, we spent the bulk of our time presenting the
information that Eddie had provided from the finance meeting. Again, as we discussed
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the real financial picture, I saw looks of shock on the faces of our leaders. A discussion
ensued about the importance ofnot losing more people. The conversation shifted to all of
the changes we were making in our church, and one leader suggested that we were in bad
shape because people were leaving since I had come, and people would continue to leave
ifwe stayed on our current course. 1 reacted strongly to that suggestion stating that the
financial problem was growing long before I became the pastor. While several people had
left our church since I had come, their withdrawal was not why we were in bad financial
shape. I also stated that ifwe did not continue to change, then we would have no way to
expand our base of people would who give to the church. People had uneasy looks
around the table, and some gave me the impression that they believed that 1 was ruining
their church with every decision I made, yet William and Eddie remained firmly
convinced that we needed to share the financial information with the congregation.
On 6 November 2005, we held an all-church meeting after church and a potluck
dinner. William and Eddie were the primary presenters. William wanted the information
to come fi-om them, not fi"om me, because he did not want people to blame me for the
current bleak financial picture. He said that they had decided to go into debt by building
the Family Life Center, so now they needed to shoulder the responsibility. Eddie painted
a picture ofhow the church had been doing financially for the last couple of years. While
the giving had remained constant and had even gone up a little, our expenditures had
skyrocketed because of the mortgage and operating expenses of our Family Life Center.
William shared information that although attendance had decreased, giving had
increased. He was encouraged that less people were giving more, indicating that we were
deepening in our faithfulness to Christ in our stewardship. As in the finance meeting, and
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then in Administrative Council, looks of shock and concem were on the faces of the
people in attendance. Some asked heated questions about why we were in this
predicament and some who had been against the idea of the Family Life Center in the
beginning now felt vindicated in their opposition. Only a quarter ofour average church
attendance came to the meeting, yet the congregation was starting to face the financial
reality and word began to go out. Our charter members took the opportunity to express
that the church had always been in some kind of financial stress in the past and that God
had always seen the church through it. These comments were greatly encouraging to the
congregation.
At the time of the congregational meeting, we were entering a four-week
stewardship emphasis in worship, culminating in commitments for the year 2006. We had
less giving units pledge than fi-om the previous year, fi-om eighty-nine pledges down to
eighty-two. The monetary amount written on the pledges had gone up $3,500 a month,
representing a 21 percent increase over the pervious year. In the financial area at least,
people were starting to respond to reality with a new sense of urgency. I hoped that this
urgency would translate into other areas as well.
Stage 2: Creating the Vision Team (October 2005-January 2006)
The work of creating the Vision Team began in a series of regional home
meetings held in October 2005 that were open to everyone involved at Forest Park. These
meetings were listening posts with the stated purpose of gathering dreams and aspirations
from the people in our church as we looked to the future together. We held eight
meetings in various homes, and we had as few as three and as many as thirteen people at
these meetings. I facilitated these meetings by asking questions about hopes for the future
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in various aspects of the church life. 1 also took notes, and a layperson took notes as well,
so that we would not miss what people said or meant. Some gatherings had energy with
free-flowing ideas ofwhat our church could become in the fiiture. In other gatherings I
received blank looks to questions on what people would like to see happen, where they
thought God was leading us, and what directions we needed to consider changing. A side
benefit to the home meetings was that they gave a smaller social setting to allow me the
opportunity to know many of the people better, and they had the opportunity to ask
questions and voice concems. In these meetings, I realized that many were stmggling
with some of the changes made already but had never talked directly to me about their
fears. The home meetings vastly improved the level of tmst given to me by some in the
congregation.
During this same time frame, the Administrative Council sanctioned the
formation of a Vision Team that would meet together for a few months to envision the
future direction ofour church. The Council left the formation of the members of this
group in the hands of our Nominating Committee. As the Nominating Committee
brainstormed who should be on the Vision Team, we kept in mind several criteria. First,
we chose from the pool ofpeople who had attended one of the home meetings in
October. Second, we wanted people who had some kind of influence in the congregation,
either by formal positions held on committee or through informal influence as opinion
setters in the congregation. Third, we wanted to have a mix of leaders and managers. We
wanted some who were visionary in nature with good leadership skills and capacities. We
wanted others who were detail oriented, who had the nature of asking tough questions
that needed asking, and who could think through processes leading to an end. The home
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meetings gave me an idea ofwho to ask based on the interactions we had. After sending
out personal invitations explaining the nature of the Vision Team and the commitment
involved, we ended up with a team of nine people who were willing to serve on the team.
The initial meeting of the Vision Team took place on 23 January 2006. We began
the meeting with a time ofworship and prayer in the little chapel where Forest Park first
started. We began to talk about the nature of change, how some things should not change
while we needed to update other things for the current context. 1 challenged them to be
like the "men of Issachar" fi-om 1 Chronicles 12:32�to be people who recognized the
times and knew what to do. At that meeting, I gave out Wayne Cordeiro 's book. Doing
Church as a Team, which became the basis for much ofour work together. 1 also gave
them a prayer calendar with suggestions for prayer for the coming month. Even within
the time of this first meeting, I saw a strong spirit of teamwork and synergy that would
prove to serve us well in the coming months as we wrestled with issues of vision and
strategy.
Stage 3: Developing a Vision and Strategy (January-June 2006)
The vision team met for six months to pray, discuss, study, and work through the
next steps ofwhere God was leading us corporately. Much ofour early work centered on
discussions ofDoing Church as a Team (Cordeiro). We brainstormed what the most
significant ideas in that book were for us and began to categorize items according to how
urgent they were in our particular context. One area of our work was in the formation and
articulation of a set of core values. As a starting point, we discussed what we thought the
church's current core values were. The immediate answer to the question, "What do we
do well?" was "We eat." We realized that fellowship of those who are currently coming
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was one of the strongest core values ofour church. We also talked about how our church
cares for one another when someone is hurting or going through a crisis. We agreed that
the church is generous in sharing its resources to people in need, with examples of
families from the preschool we had helped, or some of the periodic offerings taken such
as on Blanket Simday. More than anything, we realized that the core value of tradition
was in the driver's seat. We as a church valued what had happened at Forest Park in the
past to the point that people were hesitant about change.
The Vision Team sensed the difficulty of leading the church into a time of
change. Evidence pointing to the accuracy of this feeling is the responses I received to a
question in the initial round of interviews. 1 asked ifwe had a congregation willing to
take risks in order to serve people or to share Jesus Christ with people. Eight respondents
characterized the congregation as not being willing to take risks, three gave a mixed
response, and two said yes. Unprompted, six people went on to say that they had never
been asked to take risks like the ones I was describing.
After we identified what the core values ofour church currently were, we began
discussions on what we would like to value in the ftiture. One assignment for the group
was to think and pray about what God wanted us as a church to value. We took much of
that next meeting to talk through the kinds of values that surfaced, and we saw that the
suggestions fell into six categories of evangelism, discipleship, worship, mission,
fellowship, and equipping the laity for service. We commissioned a small group from the
Vision Team to draft core value statements around these six areas in order to be ready for
the team to edit during the next meeting. By the end of this process, we had several key
statements of core values for the Administrative Council to discuss, edit, and adopt.
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The Vision Team also began to comb through the notes taken at the eight home
meetings with instructions to look formajor categories, recurrences, and for original
ideas that we should consider. At one meeting, we listed those ideas and organized them
by combining similar items. By the end of this exercise, we had twenty- five categories
that people in the church identified as part of their dream and vision for the fiiture of their
church. We then used a consensus prioritization form (see Appendix G) where we pitted
one item against the other and people on the team had to make a forced choice ofwhat
was more important or urgent. As a result of these discussions, we identified three major
recommendations to the Administrative Council: to start a second service in a different
style than our current service in order to reach a younger population, to become more
healthy financially by getting out of debt, and to grow in discipleship for every age group
represented in our church.
Once the Vision Team set these directions, we talked about a possible strategy for
implementing each one. The team read Charles Am's book. How to Start a New Service,
which gave some practical information on designing a service that would reach a
particular target group in the community. Issues such as the time and place of the service
were to be dependent on the target we were trying to reach. The Vision Team
recommended the formation of a Second Service Team to gather information fi-om the
community and to settle questions such as location, time, technology needs, and options
for the timing of Sunday school. The Vision Team suggested creating a second worship
team (in addition to the Worship Committee) that would design the service on an ongoing
basis. The second service team would also recommend an appropriate time of the year to
launch the second service. In the next recommendation conceming the financial health of
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the congregation, the Finance Committee and Administrative Council were already
putting out feelers to contract with RSI, a consulting company, to provide an organized
and proven approach to conducting a capital campaign for the purpose of debt reduction.
Regarding this recommendation, the Vision Team simply echoed that financial health
was a priority for the viability of our congregation. In the third recommendation
conceming discipleship, the Vision Team proposed seasonal Bible studies for adults
about eight to twelve weeks in length, along with the training of small group leaders for
the formation of cell groups. For children, the team proposed a mentoring program in the
form of a hobby or skill night to draw in children fi-om the community. A long-term goal
was the development of a latchkey program for the ages of five to twelve. In youth
ministry, the team expressed concem that we are losing children as they reach middle
school and high school. The team recommended making the Family Life Center more
"kid-fiiendly," mobilizing people to pray for the youth ministry and attracting more
children and parents by opening the facility to more community groups.
By the time the Vision Team was ready to tum over its recommendations to the
Administrative Council, we believed that we made significant progress in disceming
specific directions for the near fiiture of the church and in articulating the core values we
wanted to live into as a church. These proposed changes were about modifying and
shaping the culture of the church, especially if the Administrative Council adopted the
core values. We wanted to communicate them on an ongoing basis and allow them to be
the filter to organize and evaluate all of our activities. I had a couple ofdisquieting
thoughts, however. The first had to do with the idea of articulating an over arching vision.
After six months ofwork, we still did not have a sentence or paragraph that our people
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could articulate that would explain the purpose ofour church. According to much
organizational thought, this omission was a significant mistake and a lost opportunity, yet
I had a different sense. I believed that the vision of our church was still emerging and that
our congregation was not to the point ofbeing able to own a vision statement. 1 thought
that we needed to let our set ofnewly articulated core values sink down deeply in the life
of the congregation and, once that grounding took place, have a firmer idea of what the
overall purpose of the church is. The second and more troubling thought to me was that
mission did not show up as one of the top three recommendations to the Administrative
Council. While the first and third recommendations had missional elements, I was afi-aid
that calling people into ministry among the least fortunate was going to take a backseat to
other concems such as becoming a healthier congregation financially. We did not
recommend anything overtlymissional such as serving the homeless, building Habitat
Homes, or forming a cross cultural mission trip. When 1 originally envisioned this
process of change, I expected to be able to steer groups ofpeople into more missional
concem and activity. At this point in the study, I began to realize a shift in my thinking
that becoming a missional congregation did not mean simply formulating a missional
vision and plan, and then lining up the people and resources to fulfill this plan in highly
specific missional ways. The church had to address other pressing issues first, such as
mounting financial pressure from an overwhelming debt, before the church could move
in ways that are more missional. At first I found this departure from the original plan to
be depressing and frustrating, but later I saw the value ofdoing things in the order the
church needed rather than exerting pressure to move the church in the way I thought it
should go ultimately.
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Ministry Wins and Flops in the Midst of the Change Process (January-June 2006)
During the time that the Vision Team was meeting, several significant "wins" set
the table for implementing some of the recommendations coming from the Vision Team
and then the Administrative Council. Although generating short-term wins is the sixth
stage in an eight-stage process, Kotter emphasizes the need for wins throughout the
process to keep things moving in the right direction, hi the church, I found that the
biggest potential for "generating wins" was in worship, because the worship hour is the
one time when people gather together. I noticed that each time we tried something
creative in worship or that the worship experience was particulariy powerful for a broad
range ofpeople, the level people trusted me went up, not only in worship but in other
areas as well. During January and February 2006, 1 preached a sermon series called, "Too
Hot to Touch," in which 1 dealt with eight issues that we typically avoid, bringing the
biblical perspective to bear on each. Worship focused on topics such as abortion, war and
peace, segregation in the church, and divorce. People came to these gatherings wondering
what 1 would say about them, some a little nervous that I would drive people away. Most
gave a positive reaction from each week, saying they had never heard anything on these
topics before in church and that I had made them think about things through the biblical
lens. Another unusual service dealt with the discipline of simplicity. For that week, we
decided not to have a printed order ofworship or to use any accompanying
instrumentation. At first people were uneasy about what was going to happen, but by the
end ofworship, people were asking to do it again sometime. Another win during worship
was the number of children coming up front for the "children's chat." The usual group of
three or four children had grown to ten or fifteen some weeks. Several people mentioned
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the growing numbers of children regularly to me because they saw the increase as a sign
that we were starting to reach a younger population. Another win was a growing use of
the pew Bibles during sermons. Especially on topical sermons, I started to give page
references in the Bible so that those who were unfamiliar with the books of the Bible
could look things up and follow along. After a while, people could hear the pages turning
all throughout the sanctuary, and they became excited to use the Bible and to be on the
same page during sermons. Several people went out and bought easy-to-understand
Bibles during this time so that they could use their own Bibles outside ofworship as well.
During this time, the congregation was deepening spiritually. Thirty-three people
showed up for the beginning of the Lenten Bible study, a number unheard of in recent
years. We also started an emphasis on spiritual gifting. We used one particular Sunday to
introduce biblical themes on spiritual gifts, and at the end of the service, we encouraged
people to pick up an inventory. Fifty people took inventories home with them to fill out.
Later on, however, we realized that we were unable to bring the majority of the people
through to the end of our placement process. Only thirteen people out of the original fifty
saw the process through to completion.
One of the developments that would help in the future was the formation of a lay
visitation team. We started by having a group of three people visit a local care facility
that had several of our shut-ins as residents. The group of lay visitors grew to five people,
and each person took a number of residents to check in on periodically. Some visited
people in the hospitals. Expanding the circle ofpeople who provided care created a
stronger network for the church and gave much of the pastoral care back into the hands of
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the laity. This change also allowed me to have uninterrupted time off every week, which
was critical for continued self-care through the change process.
During this time, we conducted a number of experiments that did not work out as
well as I hoped. One was a Facility Usage Team, a group ofmostly business-minded
people that wanted to market the use ofour facility to the community. This group had
great potential at the beginning, but they became mired down in the details of forming
policies and rates for our Family Life Center. The result was several documents and a
restructuring of our usage rates, but the group vastly under-achieved its original goal of
drawing more groups into our facility. Another difficulty that took much time and energy
was a staffing crisis in our preschool. At the beginning of the school year, our Staff-
Parish Relations Committee hired two new teachers that they thought would work well
together. By the end of the year, we needed to make a staffing change. Sorting through
this difficulty as well as managing the damage with concemed parents took a tremendous
amount of time and energy.
The wins we generated in the first six months of 2006 laid the groundwork for the
major initiative the church was going to take on later in the year. Without obvious signs
that we were moving in the right direction, we would not have done as well in helping
people participate in a capital campaign for debt reduction.
Stages 4 and 5: Communicating the Vision and Empowering for Action
The transitions between stages three, four, and five were not simple linear
transitions on an easily defined timeline but rather had the feel of ripples in a pond that
overlapped each other somewhat. Even as the Vision Team was wrapping up its work in
developing a vision and strategy to share with the Administrative Council, first the
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Finance Committee and then the Administt-ative Council were grappling with the reality
ofpaying for an enormous debt incurred with the building of the Family Life Center. In
other words, the leadership of the church was already working on what would become the
second recommendation coming from the Vision Team a couple ofmonths before the
Vision Team communicated its recommendations to the leadership. Similarly, it was hard
to distinguish between stage four of communicating the change vision and stage five of
empowering broad-based action as the church started to work its way through the major
initiatives coming on the recommendations of the Vision Team. We treated each
initiative as a separate piece in terms of communication and empowering for action,
giving the change process an accordion-like feel for stages four and five.
At the end of six months, the Vision Team communicated its three major
recommendations to the Administrative Council. Three different subgroups of the Vision
Team presented the three major recommendations, as well as the end results ofour
discussions conceming the core values of the church. Several influential people served on
both the Vision Team and the Administrative Council. Having these people as part of the
planning team invariably helped with the formal adoption of the initiatives as worthy of
implementing in the next few years. The Administrative Council did make one major
change: They moved the financial health recommendation up to the first area to tackle
over the initiative to start a new worship service. They felt that the urgency ofour
financial situation necessitated immediate attention and action before we started to
concentrate on other projects, however worthy they might be. Over the next few months,
the capital campaign to reduce our debt took center stage, monopolizing our time and
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attention. We set aside the work related to planting a second service until the completion
of the capital campaign.
The Campaign to Reduce the Debt (May 2006-May 2007)
The Council had already met with a representative from RSI, a consulting
company that would help organize a capital campaign for the purpose of debt reduction.
This initial meeting created many questions and concems that we started to address in a
special meeting of the Council on 3 1 May 2006. We called this meeting in order to have a
"drymn" for a congregational meeting on 4 June. We also wanted to give the opportunity
to key leaders to ask some of the tough questions that needed asking. William, our lay
leader, created the context for our presentation by reiterating where we were financially,
sfressing that we had both good news and bad news. The good news was that while
attendance had been down, the level of giving had gone up. In other words, those who
remained in the congregation were becomingmore committed in giving. The bad news
was that we still had a tremendous amount of debt hampering ministry to people in the
community and in the church. Eddie, our Finance Chair, then began to make some
interesting comments about giving to the church in general. He said that people do not
want to give to a church so much as give through a church. They want to know that the
dollars they are giving will make a real difference. He explained that when the giving
comes up short the quality ofministry suffers. We will still pay things such as the electric
bill and the mortgage, but money allocated for things such as youth ministry dries up
creating a negative cyclical pattem. As we minister less effectively, we lose people or do
not attract new people, and our overall giving goes down. As Eddie was speaking, I had a
lucid moment in recognizing that the tide was tuming. Both Eddie and William have
Russell 149
credibility with older people in the congregation who are concemed about the church's
bottom line and financial accountability. By lending their support and leadership to the
capital campaign initiative and by answering some of the questions the leadership had,
we were able to go into the congregational meeting with a feeling of consensus among
our leadership that we needed to take on a capital campaign and contract with a
consulting company to do so.
Once we communicated to the leaders, we were ready and able to communicate to
the congregation at large. The format of the meeting was largely the same as that of the
previous meeting with the leadership. We introduced the idea of contracting with RSI
through the West Ohio Conference for reducing our debt. I explained that in this
arrangement, the conference would pay all of the upfront consulting fees on our behalf
(for us around $20,000-$25,000), and we would then tithe back to the conference on what
came in from our three-year campaign. During the question and answer time, some
disclosed feelings ofunease about this proposal, and some expressed anger and
frustration over both the financial place we were in as well as the proposal to use a
consulting agency to help us. "Why pay a company to tell us how to give to our church?"
Some believed the pastor should organize the campaign. Others were concemed about
whether the conference would receive a tithe from our memorial giving for the next three
years. Several were worried that people would come knocking on their door to ask how
much money they would be giving. Others thought the suggestion that we go to an
outside consulting company represented a lack of faith on our part, yet because the
leaders expressed support for the initiative and had thought through some of the questions
and answers ahead of time, most people simply listened. Many realized that while we had
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a financial problem because of the mortgage payments, the leaders of the church had
come up with what sounded like a good solution.
This meeting set the table for an important vote in the next meeting of the
Administrative Council on 19 June 2006. Although the meeting with the congregation
went well, people still had some questions conceming the wisdom in contracting with an
outside company for a capital campaign. We realized that not everyone was on board
with the idea, and some suggested that we wait until we could satisfy the people who had
remaining questions. 1 countered that idea. By that reasoning, we would never begin the
capital campaign, as I never expected to have unanimous agreement throughout the
congregation. We had done enough visioning, planning, and discussing. Now was the
time to act because of the urgency of our financial situation. Even then, some counseled
that we wait until our next meeting. Again, 1 countered and asked how many people were
going to be attending the meeting in July. Many would be on vacation or helping out with
Vacation Bible School at that point, so we would be delaying our decision for two
months. I stressed that we needed to lead, and often the act of leading means taking a risk
even though not everyone in the church would be appreciative of that decision. We
brought the recommendation to a vote, and it passed unanimously.
We began working with a consultant fi-om RSI in the fall and started to work in
earnest to empower a broad base of people. We pushed our initial target date for
completing the campaign back to the spring. The RSI approach stmctured the campaign
in such a way as to maximize the number ofpeople involved in some specific, tangible
way. The consultant explained that the more people who committed themselves in
working on the campaign, the more they would invest financially as well. The core
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campaign leaders met to identify who should lead various teams. Once we identified the
team leaders, we had several training sessions to help them understand their various tasks
and to empower them to contact people for their team. We had one person keep track of
those asked to serve on whichever team, so that the same people did not serve on multiple
teams. Team tasks included print information, prayer mobilization, information
distribution, planners for the end of campaign celebration, and the like. We gave people
detailed information on what they were to accomplish with timelines for each piece, and
everything fell in place in a way that amazed those involved in leading the campaign. At
first, some expressed skepticism that we would have enough people involved to carry out
the work of all the teams. By the end of the program, a good part of the congregation had
a hand in some way in doing the work of the campaign.
A key part of our campaign was communicating what we could be doing
missionally ifwe could retire the debt. We talked about how much we were going to be
paying the bank in interest ifwe simply made the minimum payments on schedule. It was
a staggering amount, so we emphasized what we could do with that money instead ifwe
were able to pay down the principle. We listed things such as building Habitat homes in
Ohio, digging wells for those in the Dominican Republic, buying fishing kits for families
in Angola, and sending children to school in Haiti. We calculated that by retiring our
debt, we could use the money we saved in interest to fund the budget of a local food
pantry completely for thirty-nine years. In all this communication, people became excited
about something that is generally not that exciting: paying down debt. By framing the
conversation in a missional way, we took a problem that had the potential of tuming us
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inward and turned it outward to the world. We communicated that the capital campaign
was not simply about us.
The result of the campaign was nothing short ofphenomenal. On our
Announcement Sunday after Easter in 2007, commitments totaled $346,854 for the
campaign spread over the next three years. In comparing that to our original campaign of
what we received in the first three years, the difference was over $125,000. As money
began to come in after the campaign, we were able to make our monthlymortgage
payments as well as pay off a sizeable chunk of the principle. In the first two months, we
paid over $55,000 to the principle, saving approximately $84,361 in interest, reducing our
number of remaining payments from 193 to 170. While $12,800 came from reallocating
CDs already in our possession, the majority of the money came in as initial receipts from
the campaign. Before our campaign, we had been cutting into our undesignated
memorials to help pay for the monthly mortgage payments.
In addition to the financial benefits, we experienced soft benefits as well. Our
leadership team was closer because ofworking hard together during the campaign. They
had taken a risk, even in spite of some opposition, and it paid handsomely. Many people
became more active in the church by serving on a campaign-related team, and that
empowerment gave us a bigger pool ofpeople to call upon for other projects in the
fiiture. The level of stewardship and giving in the congregation went up moderately, not
only in paying for capital expenses but also in giving regularly for our general operational
costs. The campaign generated momentum for the next change as well. We realized the
campaign was the right thing to do, even though some disagreed with our approach.
Russell 153
Taking this risk and seeing it pay off would help us work through other controversial
decisions in the future.
Serendipitous Missional Ministry (October 2006-October 2007)
One of the greatest surprises during my time of study at Forest Park was the way
in which missional giving and activity increased during the last year. These were
serendipitous moments because they happened in the midst ofplanning, implementing,
and following a challenging capital campaign to reduce our debt. A key development that
brought a spark to our missional involvement was that William, our lay leader, had the
opportunity to go on a mission trip to Tijuana, Mexico, as part of his coursework at
Winebrenner Seminary during the summer of 2006. When William returned, we talked
together about how best to leverage his experience to increase the missional commitment
of Forest Park. We settled on a plan to share about his trip with a group of people within
our church and then float the idea that Forest Park could send out its own team in the
summer. On 14 October 2006, William shared stories and pictures from his trip with the
group, and the effect was immediate. Many expressed interest in going on such a trip, and
William scheduled several follow-up meetings for any who were interested. During the
Christmas season, that group led a fund-raiser. Always before, the proceeds went to help
pay the debt on the building. That year, William announced that the proceeds would go to
help send our people to Mexico for a mission encounter. The trip to Mexico promised to
be the first church-sponsored mission trip in over half a century of our existence.
The fall and Christmas seasons were special in terms ofmissional giving and
involvement. The church had a variety ofways for people to make an impact on the
community. The United Methodist Women's group collected enough supplies to put
Russell 154
together sixty-nine school kits for needy children. A newly formed Disciple Bible study
spearheaded an Angel Tree ministry to the children of incarcerated adults. The church
gathered two gifts for each of the children, and then the church had a party to give out the
gifts. In all the church gave gifts to forty-two children, representing twenty-three
families. The United Methodist Women collected hooded sweatshirts for homeless men
housed at the Rescue Mission. The people in the church brought in sweatshirts until they
were overflowing the collection box, giving out forty-three sweatshirts to men who had
no other Christmas gifts. The church also took up special offerings for CUP, the local
food pantry, and for the Samaritan House, a homeless shelter for women and children.
By February, nineteen people had signed up to go to Tijuana, Mexico,
representing over 1 1 percent of our active attendance in worship. The reality of a huge
number ofpeople interested in going left us with a "problem" because the mission site
could only handle fourteen at one time. At a meeting on 4 February, we discussed the
possibility ofhaving two separate teams. The team to Tijuana would leave in August with
fourteen people. The other five (plus any others who surfaced by then) would go in
October to the Navajo Nation in New Mexico. As we got closer to the departure date,
momentum began to build, hi March, the Administrative Council designated that our
special Easter offering would go to support the ministries we encountered in Mexico and
the Navajo Nation giving the Easter offering an added dimension: We were not simply
sending money, but we were sending our own people with money to bless people face-
to-face. The mission teams sponsored several church-wide dinners to help raise support
to cover travel and ground expenses.
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Preparations for leaving for Mexico included not only those who were going but
also others who wanted to bless the team and the ministry we would do there. One group
ofwomen prepared thirty quilt tops to be taken down with the group as part of a sewing
ministry to the Mexican women in the neighborhood. One of the teens going on the trip
started to teach the adults Spanish phrases that would come in handy. Several other team
members prepared to work with children by writing and translating scripts for puppet
shows, leaming songs in Spanish to sing, and gathering craft ideas and supplies for each
day of the trip. Several people started to work on their testimonies to share in
rehabilitation centers and in the churches we would be visiting.
In the May and June sessions of the Administrative Council, William raised the
possibility of allocating money from our general operating budget to help subsidize the
cost involved for people going on short-term mission experiences. We discussed what our
current financial commitment was by looking at the "Missions and Evangelism" line in
our budget. The total was $500. 1 heard someone say, "That's not enough." A leader
going on the trip to the Navajo Nation made a motion of raising that figure to $2,000 to
help defray costs for those going on short-term missions. Some leaders objected
conceming our process in that the Administrative Council should refer the matter to the
Finance Committee. The group concurred. In the meantime, the church continued to have
dinners to help raise money for our "Mission Encounters." Eddie, who had become the
church's treasurer by this time, pointed out positively in Administrative Council that we
had the luxury to divert these fund-raisers from the building fund to missions because our
Capital Campaign generated enough income to make our mortgage payments and pay
down the principle. Even so, a group ofelderly women became upset that the money
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from one of the dinners in August was taken away from paying for the building and given
to the mission teams. Part ofwhat led to their consternation was a last minute decision to
divert this money. They thought that their contributions of food, time, and money were
part of their commitment to paying off the debt of the church, and to take this money
away from the "building fund" was a sign of a lack of appreciation for their commitment
and contributions.
On 1 1 August 2007, fourteen people from Forest Park departed for the "mission
encounter" in Mexico. The team functioned in a variety of capacities, and the gifts of the
team were diverse enough to do well in each of the missional activities. The part of the
team working with children started with fifteen on the first day. By the end of the week,
they were working with thirty-seven children. Some of the team sewed with the Mexican
women, putting backs on the quilts. Each woman received the quilt she worked on at the
end of the week. Several of the men did home repairs for two families in the community.
They put a new roof on a house, cut out a window for ventilation in a bedroom, built beds
for children, and plugged up holes between the roof rafters and walls to keep the cats and
pigeons out of the house. Many of the team spoke during the week, giving their
testimonies in drug and alcohol rehab centers. We used part of the Easter offering to buy
supplies for toiletry kits for men in a church-run recovery program, and we donated part
of the Easter offering to a church we worked with for them to buy tables.
On the last night of the trip, the team debriefed their experiences by sharing what
made the most impact on them. The comments made showed a level of risk taking that
was new to many on the team. One said, "This is definitely not what I'm used to.. . . [I]t's
eye-opening." Another comment showed an internal struggle over the issue ofwealth: "1
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see how privileged we are, and how spoiled and selfish we are." Another talked about
how going on a mission trip was a first for her and for her family:
"I've always wanted to go on a mission trip, but our church never gave us
the opportunity. 1 was the first one in our church to sign up.. . . I've always
wanted to be a missionary.. . . My kids are amazed that their mom is on a
mission trip�none of them have been."
Some reflected on the level ofpoverty and the depth ofjoy of the Christians. They talked
about how having material things is not necessary for happiness. Others reflected on
people whom they touched who had in tum, touched them. At the end of our time, I asked
the members of the team to start formulating how they would answer the question, "So
how was Mexico?" I expressed that while this trip had been significant in and of itself, it
was only a beginning ofmuch more to come. I told them that they were now ambassadors
for missions in our church. Others would decide to get involved or stay uninvolved
depending on the response they gave about inquiries to the trip.
The Sunday the team retumed, they had the opportunity to lead worship and to
talk about their experiences in Mexico. Several members of the team told about their
experiences in ministry to others and in receiving a blessing in retum. The next week, one
of those who went to Mexico wrote an article for the fi-ont of the church newsletter,
detailing the events of the trip. A few days later, I received the following e-mail fi-om a
middle-aged woman in the church:
After the service on Sunday and then in reading the newsletter today, an
old expression keeps popping into my mind, "YOU DONE US PROUD."
Everyone should feel pride in our church and what it is doing. I can't wait
for the mission trip to Navajo to begin so they can retum and tell us more
good things we are doing as a church family. Thanks for taking our church
to the point where we can do these missions.
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The last line of the e-mail caught my attention especially. I initiated the process of change
so that the church would be to the point of accepting the challenge of going to places
such as Mexico to be of service to the poor.
During the month of September, I preached a five-week sermon series focusing
on the needs of at-risk populations. Topics included AIDS, prison, poverty, child abuse
and neglect, and aging. Each week had specific application steps with a table in the
narthex to sign up for a particular activity. Two things of note took place during that
month-long series. First, during the week we focused on prison, we gave the congregation
an opportunity to make an impact on an upcoming "Kairos Outside" weekend, a spiritual
retreat for family members of the incarcerated. Many signed up for a prayer vigil for the
weekend as well as offered tangible support for the women by making crafts for them or
by providing candy for the weekend. The outpouring of response was overwhelming. The
second development took place on the Sunday with a focus on at-risk children. We asked
the congregation to consider signing up to tutor children at the local elementary school.
Nine people showed initial interest and five followed through by becoming regular tutors
of at-risk children.
The year ofmissional activity continued in October when a team of six people
traveled to the Navajo Nation in New Mexico to serve. Activities ranged from providing
teaching in several mission churches to connecting with teens in the community to
offering home repair for two elderly women. The Sunday the team retumed they were
given the opportunity to share with the congregation about how serving others that week
affected them. All of the members of the team shared personal stories and experiences,
and some showed much emotion in relating how God used them to bless others who had
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little to nothing by our standards. The congregation responded with statements of support
for continuing to be involved in missions, not only in the immediate area of the church,
but also in places similar to where the team had just served.
Report of Research Question #3
The third research question is, "What changes in congregational attitudes and
behaviors in the area of risk-taking service are evidences of the changes made with the
leadership of the church?" I answered this question by analyzing the results of the
congregation-wide surveys administered in 2005 and 2007. While the responses of the
leaders are also included in the survey results, the bulk of the respondents were not
people in formal leadership positions on the Administrative Council or participants on the
Vision Team. Table 4.3 compares the perceptions of the congregation's missional
commitment from 2005 to 2007. Increases in the average for questions one through six
and in question eight would be supportive of showing a greater missional commitment.
Decreases in average for questions seven and nine would be supportive of showing a
greater missional commitment as well. I found no statistically significant differences
based upon a .05 level of significance, (see Appendix H).
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Table 4.2. Comparison ofMean Scores on Missional Commitment Questions
Survey Questions 2005 2007 Change Missional T-Score
Value Difference
1 . Our church equally emphasizes telling 3.74 4.28 0.54 +0.54 4.09
others about God's love (evangelism) and
demonstrating God's mercy (outreach).
2. My church regularly motivates me to 3.39 3.85 0.46 +0.46 4.13
serve outside of the church.
3. Scripture calls Christians to stand up for 4.50 4.65 0.15 +0.15 0.75
the oppressed and disenfranchised.
4. 1 engage in outreach like distributing 3.53 3.55 0.02 +0.02 0.19
clothing, food, or other physical assistance
to people in our area.
5. Our congregation participates in periodic 3.50 4.45 0.95 +0.95 2.79
mission projects by sending people out to
serve.
6. My church regularly invites me to try 3.20 4.00 0.80 +0.80 3.91
new mission and service opportunities.
7. My church would rather send money for 3.52 2.46 -1.05 +1.05 1.04
missions than send people.
8. My church challenges me to put my faith 3.82 4.33 0.51 +0.51 6.48
into action outside of the church.
9. 1 express my faith best within the 3.00 3.14 0.14 -0.14 1.55
congregation rather than at work, school, or
some other setting.
Questions five through seven showed the greatest evidence ofmissional change in
the congregation. Two mission trips involving twenty people from the congregation
probably influenced these changes in a positive direction. Questions one, two, and eight,
showed modest change indicating missional transformation. Questions three, four and
nine showed little to no change, with the result from question nine moving in a slightly
negative direction conceming missional perception.
Analysis ofmedian and mode change point to movement in roughly the same
general direction. Table 4.4 shows the median change. 1 organized responses to questions
into three categories. Coded responses are those that had a positive match in the code
given on the survey (the last four digits of the social security number and first initial of
the mother's maiden name) from 2005 to 2007. Forty surveys fell into this category.
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Forty-eight surveys retumed in 2005 did not have matching codes in 2007. Forty-five
surveys retumed in 2007 did not have matching codes in 2005. 1 reported these surveys in
the uncoded category. The third category combines the results of all the surveys, whether
coded or uncoded.
Table 4.3. Median Change
Question 1 2 3 4 5 6 7 8 9
Coded 0 0 0 0 1 0 -1 1 0
Uncoded 1 1 0 1 0 1 -2 0 1
Composite 0 1 0 0 1 0 -1.5 0 1
When considering all the surveys turned in (composite line), questions two, five,
and seven, showed changes in the median towards a missional direction with question
seven showing the greatest change. Questions one, three, four, six, and eight showed no
change. Question nine showed a change to a less missional stance. One other thing to
note is that the uncoded responses showed more change in a missional direction than the
coded responses.
Table 4.5 shows changes in mode.
Table 4.4. Mode Change
Question 123456789
Coded 0 0 0 0 1 0 -1 1 0
Uncoded 0 0 0 0 1 1 -2 1 0
Composite 0 10 0 11-110
Russell 162
Looking at all the surveys, questions two, five, six, seven, and eight showed
changes toward a more missional stance. Questions one, three, four, and nine showed no
change. Again, uncoded responses showed more missional change than coded responses.
Considering average, median and mode changes in surveys, the results seem to
show that the congregation made some modest progress in becoming more risk taking in
attitudes throughout the course of the study. The congregation had more awareness that
our church participates in mission projects by sending people out to serve (question five).
More people believed that the church regularly invited them to try new mission and
service opportunities (question six). In 2005, more people on average agreed with the
statement, "My church would rather send money for missions than send people." By
2007, more people on average disagreed with the statement. The awareness of the
scriptural mandate to "stand up for the oppressed and disenfranchised" started high in
2005 and remained unchanged (question three). However, question four is probably the
most telling in changes ofbehavior. The response to the statement, "I engage in outreach
like distributing clothing, food, or other physical assistance to people in our area,"
remained the same from the beginning to the end of the study. 1 would have expected
more of an increase in this item given the increase in some of the other questions.
Report ofResearch Question #4
The fourth research question is, "How did the change model contribute to the
change in the attitudes and activities of the congregation?" The answer to this question is
ambiguous because people were largely unaware that we were using a prescribed eight-
stage process of change to become more missional in orientation. I used the concluding
set of interviews in 2007 to get some handholds on how effective the process was itself
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for bringing about the observed changes. Charlotte, a strong leader and highly active
individual in the life of the church reflected, "I think we're focusing more in missions,
which has just happened, and my dad has even commented, 'What's all the emphasis on
missions all of a sudden?'" Charlotte has remained in leadership for the duration of the
study. Charlotte's father is a founding member of the church who is in his nineties. While
he certainly exerts an informal influence, he has not been in leadership positions during
the study. What is striking is that both feel that the emphasis on missions "has just
happened" or seems "all of a sudden" rather than the end of a two-year long process of
change. This perception suggests that while people are cognizant that a change has taken
place, the missional aspect seems like an isolated event related to two highly visible
mission trips. The reality is that the change has been a lengthy process of questioning and
changing entrenched systems. While the perception of sudden change does not
necessarily deny the efficacy of the Kotter process, it does attest to its anonymity for
some of the people in this case.
One of the interview questions I asked in 2007 inquired about changes people had
observed in the preceding two years. I was wondering if they would name any of the
parts of the Kotter process, pointing to the reality that the change model itself had exerted
influence over the changes that had occurred. What I found was that people named the
changes rather than the stage behind the change. For instance, one person named changes
we made in our committees. "We've eliminated some, combined some, and added people
to some, which is a good thing. We had some committees that were nonfunctioning and
they've become functioning." She did not say anything about creating a sense ofurgency,
which was the stage behind the changes to the committees. She naturally saw only the
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change itself. Interestingly though, later in the interview she pointed to people being
more empowered to be active and involved, which is a step in the Kotter process. "I think
people, when they're asked, have been more willing to say yes than maybe before, and
I'm not sure what to attribute that to.. . . I think more people are empowered." She was
sensing a general change in the culture, but could not put her finger on why it was
happening. Others interviewed had a wide variety of responses to the "what has changed"
question. The response mentioned most often (in twelve of fourteen responses) was that
we sent out two teams, one internationally, on short-term mission trips. Another common
response referred to how our praise and worship team moved fi-om a Sunday school hour
only group to playing during worship on the second week of each month. Eleven of
fourteen mentioned changes related to worship: changing the worship order, having each
element work together for the common theme, taking communion in a new way, moving
the choir out of the choir loft and out in front of the congregation, and my not wearing a
robe or always using the pulpit for preaching. Six people alluded to personal spiritual
growth over the last two years. Five mentioned using a consulting firm to help plan a
capital campaign. Other responses included the lay visitation team offering care, the
formation and communication of core values, using the Family Life Center more, and
new opportunities to develop as disciples. One person felt that "not much" had changed,
although throughout the interview he referred to several changes in answering other
questions. Responses were across the board. Most recognized that significant changes
had taken place over two years, but the process itself remained under the surface, like a
skeletal structure under the skin.
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During one Research Reflection Team meeting, we discussed whether the
changes were attributable to the Kotter process itself At that time, William had retumed
from his trip to Mexico and was starting to form the team to go back with him the
following year. The question was whether we could attribute William's trip to Mexico, or
the interest of those who wanted to join him in the coming year, to the Kotter process.
The team agreed that the interest in going to Mexico on a mission team involved too
many variables to establish a direct causal relationship between the process of change and
the individual changes themselves. However, the team thought that the process provided
a framework for initiating and managing change, creating the right kind of environment
to make such changes possible. The team valued the framework of the Kotter process but
also recognized that change is multifaceted, coming from many sources and influences.
Generally, the Kotter process helped us to stay on a predetermined track, but claiming
that any of the changes that occurred were directly attributable to the process itself would
go too far.
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CHAPTER 5
DISCUSSION
This project was bom out of a sense ofurgency for the renewal of existing
traditional churches. It has been an attempt to begin a process of revitalization to the end
ofbecoming more missional in orientation. I continue to harbor the hope that as
Christians engage in meaningfiil, loving service to those outside the church, we will find
ourselves renewed both individually and corporately. My first twenty-eight months as
pastor of Forest Park United Methodist Church afforded an ideal opportunity to initiate
change in a more missional direction and to evaluate the effectiveness ofKotter's model
for changing organizations. Firmly grounded in a missional theology and ecclesiology, I
attempted to begin the joumey of transformation from an egocentric therapeutic gospel
toward a fiill-bodied commitment to those outside the church, and to document it along
the way. I endeavored to challenge the expectation ofpeople coming to the church simply
to receive ministry. 1 hoped to help foster an environment where the people of God joined
in God's mission of reaching and healing the world. 1 wanted to create the right
environment so that the church could choose the kind of deep change necessary to reach
out to others for years to come.
Missional Theology and Self-Understanding as a Leader of Change
The key to missional theology is the concept that Christians are a sent people.
This concept is rooted in Trinitarian thought, where Christians recognize that God in his
nature is a sending God. The challenge, even for leaders trying to bring about missional
change, is the tendency to slip into non-missional ways ofunderstanding the church. As a
task-driven leader, I recognize that tendency within myself, trying to take over and "make
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things happen." When such a slip occurs, the leader of a church mimics the CEO model
of the corporate world rather than living out of a sense ofjoining God in his saving
activity. Feeding that tendency may be the greatest drawback in using a business model
of change such as John Kotter's in the church. Without a missional self-awareness, the
best that leaders can do is a kind of self-help course for a church where they improve
what already exists and teach new skills and behaviors. At worst, the calling of leadership
degenerates into a form ofmanipulation and control. In that theological vacuum, pastors
try to operate as the saviors of their church, a task and role for which they are particularly
ill fitted.
With a constant awareness that God is a sending God comes the good news that
positive change is not all up to the leadership ability of the pastor. The Church belongs to
God, and so does the change initiative. Leaders in the Church simply join God in what he
is already doing. Allowing God to be in control involves trusting that God is already at
work. Missional leaders realize that they do not need to try to make things happen, but
they provide the right environment and opportunities for people to choose to join with
God in mission. This awareness is humbling and freeing. Driven pastors must realize that
they carmot make even one person become more missional, let alone an entire church.
The Holy Spirit carries that impossibly heavy load. The Holy Spirit convicts, empowers,
and does the deep work of change in people's lives individually and corporately. The
pastor encourages a church to take the steps necessary to becoming more missional, but
the Holy Spirit brings about the change itself
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Signs of Missional Growth at Forest Park UMC
At the beginning of the study, I identified several cultural markers that would
indicate changes in a more missional direction. The first marker is behavioral changes in
endeavoring to meet the needs of those outside the church. An obvious change in
behavior was the fact that twenty people went out on short-term mission encounters in the
year 2007, and many in the church undergirded those who went with support of prayers,
finances, and other tangible offerings. 1 attribute the changes in the surveys in questions
five (Our congregation participates in periodic mission projects by sendingpeople out to
serve) and seven {My church would rather send money for missions than sendpeople) to
the fact that we had two successfiil short-term mission trips shortly before the distribution
of the second survey. More modest changes in responses to questions two {My church
regularly motivates me to serve outside the church), six {My church regularly invites me
to try new mission and service opportunities), and eight {My church challenges me to put
myfaith in action outside of the church) point to the reality that the church is providing
more missional opportunities regularly. People recognize a greater expectation for those
connecting to Forest Park to become involved. Standing in contrast to this evidence are
average responses to question four (/ engage in outreach like distributing clothing, food,
or otherphysical assistance to people in our area). Changes in responses to this question
in the span of two years were negligible. I interpret the surprising lack of change in the
answers to this question in this way: Most people recognize that several have stepped
forward and engaged in periodic mission trips. They also hear more messages and
teaching to the effect ofbecoming involved themselves. However, only a few people who
were inactive in service to those on the margins changed to an active status. The
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congregation is aging, and in some cases, people may support the changes for missional
engagement but be physically imable to have direct involvement.
Another marker dealt with increased ministry to at-risk populations such as the
elderly, those in prison, children, and the poor. Signs of growth in these areas include
things such as the formation of the lay visitation team that offers more comprehensive
care of those who are elderly in our congregation. While care for prisoners themselves
did not materialize during the time frame of the study, the congregation did support
family members of prisoners through increasing support ofwomen going on Kairos
Outside weekends, as well as by providing Christmas gifts for the children of prisoners
through the Angel Tree program. Care for children on the margins increased as five
people stepped forward to help tutor children in the local elementary school. Such
tangible expressions of care for those on the margins increased dramatically despite an
overall drop in church attendance. Average attendance figures declined from 201 in 2004
to 161 in 2007, therefore, the shift to more involvement represents is a higher percentage
ofmissional behavior per capita to at-risk populations. Giving to agencies to help the
poor, such as the CUP food pantry, Lima Rescue Mission, and Samaritan House
remained sfrong throughout the course of the study.
A third indicator of a more missional orientation is statements people made about
being engaged in meaningfiil ministry. 1 noted comments of overcoming fears to serve or
becoming focused on others instead of self-focused. By far, the majority of these
comments came from those who went to serve on the mission trips to Tijuana, Mexico,
and the Navajo Nation. Those who went on the trips came back deeply affected, and they
articulated how taking a risk by going on the trips was so meaningfiil to them. Some
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showed great emotion in sharing with the congregation upon their retum about the
poverty they encountered, and they reflected on how God challenged and used them
throughout their time away. The following comment made by a leader who went on the
Mexico trip is typical:
I see people. 1 look at people when I'm out and about now and 1 wonder
what kind of a life they have. You know, you look at a person and I guess
when I look at . . . sitting right beside me, I had no idea what went on in
her head, what had gone on in her life and how me sitting beside her
impacted her that day. Now I wonder how many people, when I'm
walking through Wal-Mart or the grocery or wherever, if I could impact
any of those people.
The change that began in Mexico continued in the form of greater awareness ofpeople
back home.
I also found that their stories and experiences had a profound impact on some who
did not go on the trips. The following excerpt from an interview points to that effect:
Interviewer: Do you think that those trips have changed our church?
Respondent: Yeah, it has to change the church really. It has to get the
church thinking more on the lines ofgoing out and helping people, but 1
don't think a lot of times, probably the biggest majority of the people in
the church even thought about it.
Interviewer: About missions?
Respondent: About missions, right. I don't think they had any trouble
giving money to missions, but I don't think they really thought about
giving themselves.
For the respondent, hearing about the experiences of those who went on the trips helped
others make the connection that missions is about more than giving money but also
giving themselves.
A fourth indicator I was looking for had to do with giving to missions. As the
baseline indicated, the congregation was already giving to significant projects before my
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arrival as pastor. While we have certainly added opportunities for giving during the
twenty-eight month study, the greatest change may be in the area ofbudgeting for
missions. In 2005, the budget for missions and evangelism was $500 with an additional
$400 for helping people who came to our door for help. We allocated another $3,000 for
Fun Day, a one-day event for those in the community. In 2008, we have shifted some of
the money previously going to Fun Day to a "Mission Encounter" line to send our people
on short-term mission trips. The total for that purpose is $3,500. We have budgeted
$1,000 for helping those who come to us in need and $500 for our addictions recovery
program. The total difference between 2005 and 2008 in budgeting for missions is
$1,100, and we have targeted more of the budgeted money for getting our own people
involved in mission. With the previously noted drop in average attendance for worship,
this increase represents a higher per capita commitment to the support ofmissions.
Another cultural marker of interest to me was a growing number of relationships
with people outside the church along with stories of changed lives. While discovering
what kinds of relationships people in our church have with people outside the church is
difficult, one way indicator is our new member figures. In 2005, we had no new
members. In 2006, we took in ten, and in 2007, we brought in sixteen. In terms of our
attendance on Sunday mornings, we are reaching new people but losing others, while the
core ofpeople remains consistent. My sense is that while people do have stories of
changed lives, most of these stories are from people who have grown in a faith that
already existed rather than of finding faith for the first time.
Another related marker is an expectation of shifting perceptions of those in our
community conceming Forest Park. Awareness ofour church in the immediate vicinity
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remains a growth area. In interviews conducted both in 2005 and in 2007 with informants
inside the church, the majority believed that if people know us for anything at all, the
main reasons would be our building sitting on the comer and the periodic community
dinners we host. In the interviews conducted at the end of the study, several respondents
indicated a greater presence in the neighborhood as the most pressing need for
improvement. The second service we are planning to launch in 2008 will form part of an
answer to this issue.
Based on the evidence provided in Chapter 4 and the reflections above, 1 would
affirm that Forest Park is more missional, but with a qualification. While we are more
missional than we were, we have a long way to go in becoming a tmly missional church
in every sense of the word. The twenty-eight month case has charted only the beginning
ofwhat will prove to be a long joumey with many twists and tums. We have made some
important strides, but to use Kotter's language, we are nowhere near anchoring these
missional changes in the culture ofForest Park.
Evaluation of the Kotter Process
On the whole, Kotter's eight-step process for transitioning an organization was
helpfiil as a template for making the right kinds of decisions at the right times; however,
some challenges exist that are unique in trying to apply a business model of change in a
local church. One obvious difference is that instead of dealing with employees, a leader
of change in a church is largely dealing with volunteers. In a corporate setting, a coercive
element comes into play because people do not want to jeopardize their jobs. In an
organization largely made up of volunteers, the basis for change is more persuasive.
Another difference is that people are together more during the week in a business than in
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a church. The change process may take much longer simply because people gather less
often and for less duration of time. One advantage to being in a church setting is having a
weekly service where people gather to hear a compelling message. This format facilitates
the communication of the change vision provided the leader judiciously uses times of
worship to lift up aspects of the vision. Preaching once a week takes on an importance in
communicating and implementing the change vision�an option not available to those in
the secular setting. Having noted some differences between secular organizations and
churches, I selectively evaluated some of the steps of change in the Kotter process using
the lens of the case study ofForest Park.
Establishing a Sense ofUrgency
I found Kotter's treatment of the first step, creating urgency, to be extremely
helpfiil at the inception of the change process. In this step, a sense ofurgency combats
inertia and complacency. I started with smaller changes such as in the order ofworship or
in my Sunday attire, relying on people giving me the benefit of the doubt. Most people
understood that I was going to be different Irom the former pastor because I came fi-om a
different generation and have a different personality. Even so, the compelling sense of
urgency came fi-om a congregation-wide recognition that we were having financial
problems related to our heavy debt. Our financial state was the fuel for the engine of
change.
1 noticed two things that fed into complacency early on in my tenure as pastor.
First, standards for becoming and maintaining membership were low. Lack of
accountability in this area was a source of fiustration to some ofour leaders as well as to
me. I raised the bar for membership by enforcing long-ignored directives from the
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denomination by contacting inactive members about their status and by communicating
the expectation that members would fulfill the vows they had taken by supporting the
church with prayers, presence, gifts, and service. A second characteristic fed
complacency: We had a low confrontation culture. The congregation was used to the
leadership of the church backing down over issues ofpotential conflict. Early sources of
conflict were placement of the choir selection in the worship order, methods used to take
communion, use of a keyboard in the sanctuary, and sermons preached from the floor
instead of from the pulpit. In each interchange, I responded diplomatically but firmly. 1
also created an understanding among the Administrative Council that we could not wait
for everyone to come on board for every decision. A sign of health is to allow differences
ofopinion but to move in the desired direction as a church.
In retrospect, some things I said to drive up the level ofurgency only created
anxiety and were counterproductive. One such comment I regret making was the offhand
suggestion that we should compare the giving records of the members of the
Administrative Council, to their IRS income statements to make sure that our leaders
invested financially in their church. The point 1 was trying to make was lost in the fear
and anger that this comment elicited. In general, Kotter's treatment of creating urgency
was helpful and true to our experience in the early days of change at Forest Park.
Creating the Guiding Coalition
We called Kotter's concept of the guiding coalifion the "Vision Team." Key
people constituted the team, some in formal positions of leadership and some who were
not. Creating the Vision Team was critical in moving us forward because our leading
body, the Administrative Council could not have practically taken the time to formulate
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vision and plot strategy. Having at least half of the Vision Team come from the
Administrative Council was important because the Vision Team had no authority to
implement what it recommended. An entirely separate group of people may have
formulated a wonderful vision and plan but their initiatives would have been unlikely to
move beyond dreaming stage when it came to the Administrative Council for approval.
I consciously departed from Kotter's model in that our Vision Team came
together to form recommendations and then disbanded when these were proposed. 1
thought setting up a permanent group to oversee the change process was unwise for a
couple reasons. First, in the polity of the United Methodist Church, visioning and
planning the fiiture ultimately belongs to the Administrative Council. Second, I did not
want two separate governing bodies trying to lead the church in different ways. While the
work of the Vision Team was critical in creating room to dream and plan, ultimately the
Adminisfrative Council had to think through and own the vision. Differences between the
two groups became immediately apparent at the joint two-day retreat in July 2006. The
Vision Team recommended the creation of a second worship service as its top priority.
The Administrative Council insisted that the urgency of our financial situation took
priority over every other initiative. Had the Vision Team continued in its existence, I
expect that this difference ofopinion would have been the first ofmany. In my mind, we
did the right thing by handing the visioning and planning fiinctions back to the
Administrative Council so that we could move forward together.
Generating Short-Term Wins
Kotter's description of the sixth stage of generating wins is instructive. Change
agents plan for wins. They do not simply hope for wins. To qualify as a win, they must be
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visible, unambiguous, and clearly related to the change effort (121-22). In the church
setting, I found that wins help build relational credibility and set the table for the next
change initiative. Often our wins came within the context ofworship, as that is the most
visible forum we have available. One of our biggest wins in the time frame of the study
was the ability to pay down the principle on our loan for the Family Life Center after we
conducted our capital campaign. Two other wins were the short-term mission trips and
hearing about our people's experiences the Sundays following their retum. Ifurgency
fiiels the engine of change, wins help to grease the wheels along the way.
A critique ofKotter is not about the nature ofwins themselves but about putting
wins as a stage in a process of change at all. Far from being the sixth stage, an
organization needs wins throughout the entire process. Borrowing from the model
developed by Herrington, Bonem, and Furr, wins more properly belong on the
foundational level that spiritual and relational vitality occupy. Rather than describing
wins as step six, wins are foundational to the whole movement of change.
The Linear Nature of Kotter's Model
To be sure, Kotter cautions repeatedly about thinking in too linear a fashion. He
states, "After getting well into the urgency phase (#1), all change efforts end up operating
in multiple stages at once." (24). Bigger changes are made up of smaller changes, and he
describes the effect like "wheels within wheels" (24). As an agent of change, I certainly
experienced a level of disorientation throughout the case as to which stage of change we
were going through. Creating urgency and the formation of the Vision Team were clearer
stages than those that followed. Even with Kotter's qualification that the "end result is
often complex, dynamic, messy, and scary" (25), the question that begs to be asked is
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how practical an eight-step process is if it is not linear. To Kotter's credit, he fully
acknowledges the complexity of changing organizations. The point he makes is that a
change initiative cannot skip different steps or place them out of order. As the change
agents introduce each step, the organization operates out of the different steps
simultaneously.
Systems Thinking
A prime leaming for me in this case is in the area Herrington, Bonem, and Fun-
refer to as "systems thinking" in the Congregational Transformation Model. 1 understood
at the beginning that a move toward a more missional theology and practice would
virtually touch every area of the life of the church. What was less clear to me was that
systems thinking works in the reverse direction as well. In order to become more
missional at all, many different areas of the church's life would have to be changed and
come into line before more specificallymissional projects could develop. This case did
not play out as I originally imagined. 1 thought our leadership would dream up and
orchestrate a series ofmissional interventions that would begin to change the culture of
the church. What I experienced instead was that our church needed to address other
issues before missional ministries could develop. This tmth sank in for me at the
conclusion of the Vision Team's work, coupled with Administrative Council's decision
to put off creating a new service until the financial picture improved. At that time, I was
close to giving up hope that I would be able to show any missional changes within the
course ofmy study. 1 recorded the following thought in my field notebook on 22 May
2006:
It is my sinking feeling that my dissertation will be more about why we
couldn't become a missional church instead of really being able to show a
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lot of things that we have done for the community that are vastly different
from when I first came. Be that as it may, I do believe that we are taking
some steps in a lot of different areas to become healthier as an
organization . . . and that will position us for fruitful ministry in the future.
Had the time frame ofmy study been sixteen months instead of twenty-eight months, I
am sure that I would have reported little to no change in the church in a missional
direction. The challenge ofbecoming a missional church is staying the course through
times when little missional change is evident. In the case of Forest Park, the church was
not ready to grapple with becoming more missional until other aspects ofministry fell
into place. Growth in stewardship, creativity in worship, the structure and purpose of
committees, the meaning and expectation ofmembership, staffprocedures and
development, along with a host of other issues formed the bulk ofwork in the first year
and a half ofministry, creating the right kind of environment for missional activities to be
bom, grow, and flourish later on.
The Missional Change Model
During the course ofmy study, the Leadership Network published a book by Alan
J. Roxburgh and Fred Romanuk. In their work, they develop a "Missional Change
Model" based on insights drawn from Everett Rogers. Like Kotter, they have a sequential
order of steps to put in place for organizational change. Their five steps are awareness,
understanding, evaluation, experimentation, and commitment (84-103). While the model
starts in a linear fashion, as time passes in the congregation the process moves through
the steps in unpredictable ways:
As the process is leamed and more people become involved, it becomes
less linear and more like sailing as the congregation leams to go back and
forth across all the steps. After the congregation has gone through the
process once, their movement is more like a series of spirals within one
another, not a single, one-way straight line. (83)
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They are pointing to the reality that the beginning steps come in a prescribed order but
that the process as a whole is not linear. Their analogy of sailing is helpfiil,
communicating progress toward a given end but with flexibility ofmovement along the
way.
A New Model for Missional Change
Throughout the study, 1 thought about which model for missional change best
reflected what we were experiencing at Forest Park. Kotter's approach laid out a step-by-
step process of change. From him, I leamed to drive up the level ofurgency before
attempting change, concluding with anchoring the changes in the culture and everything
in between. Herrington, Bonem, and Furr tailored that approach for use within churches
to the desired end ofbecoming missional. They added important elements such as the
acknowledgement that spiritual and relational vitality had to be strong to enter into the
process of change. They rightly pointed to the need for preparation on the part of the
leader because of the demands of leading a church through such a joumey. I am indebted
to both Kotter and the CTM for what unfolded at Forest Park, yet no model can dictate
what will take place in each particular context.
Even so, a new model may be in order based on my experience at Forest Park.
Becoming more missional is like trying to make a boat travel up a steep incline. The task
may look impossible at first, but a boat may go to a higher level through a "staircase
lock." The boat must enter a series of chambers, and water fi-om above fills each
successive chamber, allowing the boat to "climb" a hill. With the filling of the last
chamber, the boat shoots forward into an entirely new expanse. For Forest Park, the
challenge to become missional is a daunting one that feels like a boat trying to go uphill.
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In order to reach a new level ofmissional orientation and behavior, the church needs to
raise the "water level" in various areas of the church's life (see Figure 5.1).
Figure 5.1. The staircase lock model for missional change.
While I agree with Kotter and the CTM that an organization must take certain
steps before other changes can take place, I side with Roxburgh and Romanuk in their
assertion that after the initial steps in the change process, the next steps are dependent
upon the context of the particular church. Using the staircase lock analogy, the first few
chambers, which deal more with beliefs and attitudes, are going to be similar no matter
the church, but particular issues and needs will determine the nature and order of the
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more behavioral chambers as the process of change progresses. Constant missional
communication and leaming is foundational to the whole process from start to finish.
The model allows for both continuous and discontinuous change within the
congregation. As the water of change pours into each successive chamber, the movement
to become missional builds incrementally. However, at certain points the gradual changes
take the church to places it has never been before, where most people in the organization
recognize that a definite change has taken place. The doors of the lock swing open and
the church enters the next chamber.
The more behavioral chambers also allow for quantification based on the
frequency of the behavior, the perceived risk involved, the perceived sacrifice, and the act
ofbringing others along to join in the activity. For example, if one of the specific
missional chambers is to develop relationships with the local school system, inviting
people to tutor children could be a desired behavior. Measuring the success ofmoving
through this chamber includes the frequency that people agree to meet with children, their
perceived risk about getting involved in the activities, their perceived sacrifice of time
and other resources, as well as invitations they make to bring more people along with
them to tutor.
This model demands "planned flexibility." From the beginning of the case,
planned flexibility characterized my leadership style. The planning part came into play
because 1 entered the position of pastor with an agenda: to change a traditional church to
be more missional in focus. 1 also planned the way to that end by using Kotter's steps for
change, yet I was flexible along the way to meet the needs and demands of this particular
context. I honored the culture of the church by accepting them where they were instead of
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trying to impose where I thought they should be in terms ofmission. I adapted Kotter's
concept of a permanent guiding coalition by having the Vision Team perform its work of
making recommendations to the Administrative Council and then disbanding. Although
the main recommendations were not overtly missional, I allowed those areas to become
the primary foci ofour work.
Borrowing from Herrington, Bonem, and Furr, the first chamber is personal
preparation by the pastor. As discussed in Chapter 2, this preparation is essential because
of the arduous nature of the task ofovercoming the natural inertia of an existing church.
This period is also critical for disceming the specific vision and direction that God desires
for that particular church.
Spiritual vitality, relational health, a mounting sense ofurgency, a clear and
repeated articulation of vision from the pastor, and the building of tmst in the integrity
and leadership of the pastor must fill the second chamber. In my experience at Forest
Park, all of these happened at once in the beginning ofmy tenure as pastor. Unlike
Kotter's thinking, vision did not merely follow urgency. Vision helped create a sense of
urgency. A picture ofwhat we could be contrasted to the current reality, creating a
dissonance from which we could move forward. Spiritual vitality is not the sense that
everyone in the congregation is suddenly spiritually mature. Such vitalitymay simply be
a hunger for more ofGod and the beginning of the practice of spiritual disciplines.
Similarly, relational vitality does not mean that everyone gets along with each other, but
that people have a greater sense ofunity in purpose throughout the majority of the
congregation. The building of the pastor's credibility through this initial stage is vital. In
my case, I inherited a measure of credibility from the former pastor because ofhis sfrong
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relational ministry within the congregation. I also inherited credibility because I came as
a highly recommended candidate from the West Ohio cabinet. Even so, earning the
respect of key leaders and of those populating the pews was important. Functioning well
in worship, at fimerals, and in adminisfrative meetings was helpful in establishing my
credibility.
The third chamber is a sense of shared vision and a clarification of core values
among the leadership of the church. 1 held a series ofhome meetings to initiate dialogue
with the congregation about their hopes and dreams for our church. From that point, 1
sought the permission of the Adminisfrative Council to form a Vision Team. By
developing a consistent time to speak with leaders conceming vision, 1 built strategic
alliances with leaders from within in order to help people understand and own my vision
as theirs. Had I simply dictated what the church would become because ofmy position as
pastor, progress to a missional end would have been unlikely. What had been my own
vision became the Vision Team's vision, with some modifications, and then to a lesser
degree the Administrative Council's vision. Articulating current core values along with
desired core values helped clarify where we were and where we wanted to go.
From that point on, the steps in our fransformation to a missional end became
highly specific to our context. The initial steps, which largely dealt with beliefs and
attitudes, shifted to the behavioral end of the spectmm. Before the congregation could
hear and own a specifically missional vision, we had to deal with the reality of our
financial debt. Ifwe had mishandled the attempt to reduce the debt, or ifwe had tried to
ignore it, we would have left behind most in the congregation including many of the key
leaders on implementing a more missional emphasis. By taking care of the most urgent
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need, and by communicating in a missional way to meet that need, we filled the ft)urth
chamber and moved higher to more missional emphasis such as short-term mission trips
and planning for a contemporary worship service. Of course, in a lock, the boat may not
feel like it is moving geographically all that much, but filling the chamber is necessary in
order to move forward. In that sense, dealing with the financial reality was also a step
toward living out a missional theology.
For Forest Park, the most recent developments in our process of transformation
were to take two short-term mission trips and to begin planning a contemporary service to
reach people who have no vital connection to the Church. These initiatives form the fifth
and sixth chambers in our process of change, and both fall in line with Kotter's concepts
of communicating the vision and empowering for broad-based action. Of course,
becoming missional in every sense of the word may involve many more chambers.
Perhaps the last chamber, regardless of how many precede it, is to allow missional
thought and behavior to penetrate the organization of the church to the point that we
anchor it in the culture, to use Kotter's phrase. Even having reached this point, the river
continues on, and the church will need to develop missional commitment in the fiiture.
Meaning Making as a Characteristic of the Missional Church
As noted in Chapter 2, the sociological forces within a congregation's life and
history come into play in the midst of a change process. Like any church. Forest Park has
its own set of assumptions and legitimations, all ofwhich the group constantly reinforces.
People express some of these assumptions while other assumptions remain in the
background. These assumptions are more than the "mental models" to which the
Congregational Transformation Model alludes. They are ways ofmaking meaning. They
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are how individuals connect with a larger framework to make sense of life. They involve
the heart as well as the head, the emotions as well as the intellect. They constitute the
identity of the group and of individuals within the group. The reigning paradigm for
Forest Park continues to be the thought that "our church is a big family." While this
paradigm has positive connotations of fellowship and belonging, it also presents a
number of challenges that hinder the growth of the church in a more missional direction.
Under the reigning metaphor, membership becomes a birthright without an insistence on
actively supporting the church. Keeping the peace becomes a high priority for leadership
so as not to alienate members of the family. Therefore, financial giving becomes a matter
seldom talked about and never scrutinized. The traditions ofworship become not only
"the way we do things" but also become further legitimated as the only right way to
honor God. The role of the pastor is to feed the family around the spiritual table where
meeting the needs of those who already belong becomes the supreme value.
The paradigm of the missional church flies in the face of these meaning-making
structures, insisting that the Church exists not only for the encouragement of the faithfiil
but also to reach those on the outside looking in. While taking care of the family ofGod
is important, that purpose cannot dwarf the extemal purpose ofjoining God on a mission
to reach a hurting world. As I began to preach and lead in unfamiliar ways, 1 brought into
question the taken-for-granted status of the assumptions of the congregation. As such,
some instinctively thought 1 was attacking their very identity. In the language of Berger,
the "terrors ofanomy" (90) drove some people to find other religious groups where the
former stmctures ofmeaning making still hold sway. Other people came out swinging
against me as the bringer of change. Fear of change may have been behind the comment
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of a middle-aged woman early in the change process when she quipped, "Is everything
that we did before you got here wrong?"
If Berger and others are correct in asserting that religion is primarily a meaning-
making venture, then the leader's task is to help people discover that being in mission
with God in service to others is a more potent way ofmaking meaning than the
consumer-driven or therapeutic models ofministry. Ifbeing the Church is more than
coming together as the family ofGod and meeting each other's needs, then the leader
endeavoring to bring missional change has to help people connect the dots as to how
being in mission brings meaning to life. Therefore, the change process is not merely
organizational. It is a way ofhelping people belong to God and to each other through
service to those on the margins. The plausibility structures where people reinforce
common meanings through rituals are not only times ofworship, Bible study,
committees, and the like. Service with Christian brothers and sisters to those outside the
community of faith become the new plausibility structures, creating a synergy, unity, and
a strong sense ofbelonging to the group.
The most dramatic examples of this in the case of Forest Park were the mission
teams we sent to Mexico and the Navajo Nation. During those trips, the members of the
teams bonded together in a shared experience of taking a risk for God in serving those
unlike them. Based on the emotional sharing that took place on the retum of each team in
sharing with the congregation, these trips gave some in the congregation a taste of
making meaning through missional service. Such sharing has the potential of assisting
others in finding areas of service, and ultimately, a more powerful way ofmaking
meaning and ofbelonging to the group. This process has only begun with the mission
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trips to Mexico and the Navajo Nation. Becoming a missional church can only take place
as individuals and teams discover that serving in mission under God's direction forms a
richer and deeper sense ofmeaning than a consumer-driven mentality of coming to
church to have one's own needs met. The transformation in becoming more faithfiil to
God's mission will only take place over a long time.
Implications for Revising the Existing Body of Knowledge
The authors of the Congregational Transformation Model write of the importance
ofpreparing oneself and the congregation before entering the process of change. Such
preparation involves raising the levels of spiritual and relational vitality. I found that
before Forest Park could move in a specifically missional way, we had to make
preparations in so many different areas of the life of the church. In a sense, a more
general process of change had to take place before we could implement a more
specifically missional process of change. Leaders who endeavor to initiate a missional
change process need to understand from the beginning that the ground has to be prepared
for such change. The foundation for missional change is not simply raising the level of
spiritual and relational vitality but also successful change in becoming a healthier
organization as a whole.
Another implication for revising the current body of knowledge is bringing
together the worlds of organizational change and sociology of religion. Inertia and
complacency are complicated and deepened within the religious setting because people
legitimate "the way things are done" as the religiously right way. Kotter never touches
this aspect of change because his focus is on secular companies. The CTM includes the
concept ofmental models in its approach to change, but what is at stake is so much more
Russell 188
than a mental model. Changing organizations involves not only thinking in a certain
direction but also feeling in a certain direction with constant reinforcement from the
group. By recognizing that people derive meaning and identity from the structures that
are in place, the task becomes one of substituting missional meaning making for
consumer or therapeutic meaning making. Organizational change processes in religious
bodies must take into account not only things such as mission statements and alignment
of resources but also lift up ways of connecting individuals to groups through new
meaning-making structures. More could be added in missional literature about how being
in mission brings meaning to people and that meaning becomes the impetus for change in
the local church.
Limitations and Transferability
This project was a single-church case study centered on the church I serve in
Lima, Ohio. As such, in one sense, it has limited transferability to other churches. All the
data collected and analyzed came from Forest Park United Methodist Church, and 1
attempted to create a rich description from that data of the life of the church over the span
of twenty-eight months. I believe that the sfrength of case study research lies in the nature
of its particularity. By documenting the beginning ofForest Park's joumey in trying to
become more missional, I am providing an example that others can leam from in their
own immediate context. While the particulars in each ministry context will vary, I believe
thousands of churches in America are similar to Forest Park. I imagine that the struggles
and challenges we faced here are typical of the kinds of dilemmas any church would face
in trying to increase in faithfiilness to the Church's missional calling and identity.
Russell 189
Therefore, some things we have leamed at Forest Park will undoubtedly transfer to other
ministries.
Shortcomings of the Study
While the survey 1 used was helpful in evaluating changes in missional attitudes
and behaviors, I had problems interpreting the first and last questions. The first question
is, "Our church equally emphasizes telling others about God's love (evangelism) and
demonstrating God's mercy (outreach)." The problem with this question is that it tests
balance between evangelism and outreach. A positive answer may not be a greater
missional commitment or attitude. It may simply mean that emphasis on evangelism and
outreach is equally weak rather than strong. Similarly, a negative answer may not
indicate poor missional emphasis. It may mean that the emphasis on outreach eclipses the
emphasis on evangelism. The last question is better than the first, but it still leads to an
ambiguous interpretation. It reads, "My faith is best expressed within the congregation
rather than at work, school, or some other setting." I originally assumed that a more
negative response indicated a person saw faith best expressed in relationships outside the
context of church and therefore was a sign of a greater commitment to the missional
mind-set. I realized that someone could have been heavily involved in community
enterprises to the detriment of their involvement in their church. As we raised the bar in
discipleship, some might have become more active in church and less active in the
community. A positive response to the question may not be less of a missional
commitment and may be an indication of a growing connection to the church. I would
encourage another researcher either to discard these questions ormodify them before
using them in a similar way.
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Another shortcoming ofmy study had to do with data collection. For the initial
interviews, I used an old tape recording device. While I tested it on myselfbefore the
interviews, I did not understand that most people speak more softly than I do. As a result,
some of the information transmitted in the interviews was lost because of the poor quality
of the recording. This hampered the task of transcription and led to a longer amount of
time in turnaround. I remedied this problem on the second set of recordings by renting a
higher quality ofmicrophone (a Pressure Zone Microphone or PZM) that picked up
ambient sound more readily.
1 also recognize that my dual role as researcher and pastor may have created some
element ofbias. Information I gathered from respondents in interviews may have been
especially susceptible to bias because they may have said certain things they thought I
wanted to hear. Other elements that I could not control concem the intervening variables
of the life cycle of the congregation, the longevity of attendance at Forest Park, and
personality types in respect to risk taking and risk aversion.
The last shortcoming I will discuss had to do with data collection. I conducted
fifteen interviews originally but was only able to decipher thirteen of them. In the second
round of interviews, 1 had one person who did not follow through, so 1 had only fourteen
to draw from. Even so, I had access to a mountain ofmaterial, which was a problem in
itself My study involved twenty-eight months of field notes, twenty-seven interview
transcripts, and pre and post congregation-wide surveys. The challenge was to sift
through all of the information to form a cohesive picture of reality. Honestly, I tried to
handle too much information for a study of this scope.
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Unexpected Observations
One ofmy greatest surprises during the course of study had to do with the results
of coded versus uncoded surveys. I had positive matches of forty respondents to the
surveys from the 2005 set to the 2007 set. In addition, I collected forty-eight surveys in
2005 and forty-five surveys in 2007 that did not have matching codes. 1 assumed that
coded surveys would show a greater missional change than uncoded surveys. Matched
surveys indicated that a person had been somewhat active in the church for the majority
of the study. Therefore, they would have had the benefit of experiencing most of the
interventions in the two years.
What 1 found instead was that the uncoded surveys showed a greater change
toward a missional orientation. Undoubtedly, some of these uncoded surveys were
coming from people who had filled out both 2005 and 2007 surveys but had not provided
the proper code on one or both of the surveys. Some of these must have come from
people who had started attending the church after the original survey but before the
second one. Perhaps those who provided no code or an incomplete code had a greater
sense of anonymity and, therefore, more honesty in completing their questionnaires.
While the presence of this bias is certainly possible, I would surmise that would have
made that group of results less rather than more missional.
Another theory is that the group of uncoded surveys from 2005 represented
answers of some who stopped coming to the church. Some of the uncoded surveys from
2007 represented responses from those individuals who had joined the church during my
time as pastor. I theorize that some of those who left the church did not like the direction
I was taking the church, and those who joined during the time of the study liked what
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they were hearing and experiencing. In other words, the uncoded surveys showed greater
missional change because some people who were originally there self-selected out and
others who are here now self-selected in. Another possible explanation is that people who
were attending Forest Park before my tenure as pastor (largely represented by the coded
surveys) may have more inertia to overcome in becoming missional than newer people
who have recently joined.
Another serendipitous kind of observation is one that I have mentioned before.
More than midway through the course of the study, I had observed little change in terms
ofmission. By that time, we made many changes in various aspects of the church's life,
but had not translated these changes into a missional direction. The serendipity was that
missional giving and behavior broke open in the last year, culminating in two mission
trips involving twenty people. I expected to see more missional change earlier on.
Instead, we created an environment conducive to mission, and when the opportunity
came we maximized that opportunity quickly.
Recommendations for Further Study
I found that a key for keeping the change process moving was consistent
preaching and teaching. I believe that helped create an environment for missionally-
minded people to grow and enlist others to join them. Another study could focus on the
role of communication within an ecclesiastical body in helping move the organization
toward a more missional stance. Kotter's see-feel-change theory may fit in well with
Jesus' memorable ways of teaching, especially with the use of parables. Analysis of
communication need not be restricted to the pulpit. The focus could also be on key
conversations with leaders and groups of people.
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Another possible study may center on the impact of short-term mission
experiences on the lives of those who participate. One could establish a contrast using
pre- and post-interviews or interviews of those who participated versus those who did
not. Another direction could be the impact of a retuming mission team on the life of the
church as a whole.
Finally, a researcher could use a case study method like my own but test and
evaluate Roxburgh and Romanuk' s Missional Change Model, or the Staircase Lock
Model instead ofKotter's eight-step model for changing organizations, sidestepping the
issue of trying to use a business model of change in a religious body.
Postscript
We have come a long way at Forest Park United Methodist Church in a short
amount of time, yet the bulk of the work in becoming a missional church lies before and
not behind us. This case study charted only the beginning ofwhat will prove to be a
process that takes years. Perhaps the biggest missional intervention is right after the time
fi"ame of this study with the creation of a new worship service designed to reach people in
our community with the gospel. My dream for this particular church fits into a larger
whole, that the Church would incamate the mission ofGod to the world and, in doing so,
find itself renewed.
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APPENDIX A
Semi-Structured Interview Protocol A
/. Questions concerning the purpose of the Church:
What is the purpose of the Church in general?
What is the specific purpose of this church?
How are we doing in fiilfilling that purpose?
2. Questions concerning the current state of the church:
What are we doing well?
What could be improved upon?
3. Questions concerning the perceptions ofpeople in the community about the church:
Do you think people in the surrounding vicinity are aware of our church? Why?
When people in the community hear the name of our church, what do you think they
think of?
4. Questions concerning the behavior and attitudes of those within the church:
What activities do people in our church engage in to minister to the needs of those around
them?
What do you think is the general attitude ofpeople in our congregation toward people
who are poor?
What do you think is the general attitude ofpeople in our congregation toward world
missions?
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APPENDIX B
Semi-Structured Interview Protocol B
1. Questions concerning the purpose of the church:
What is the purpose of the Church?
How are we doing in fulfilling that purpose?
2. Questions concerning the current state of the church:
What are we doing well?
What could we improve?
3. Questions concerning the nature ofchange:
Can you think of some things we have done in the last couple of years that the
congregation wasn't used to doing?
Did any of these changes contribute to reaching out more to people in need?
4. Questions concerning the perceptions ofpeople in the community about the church:
Do you think people in the surrounding vicinity are aware of our church? Why?
When people in the community hear the name of our church, what do you think they
think of?
5. Questions concerning the behavior and attitudes of those within the church:
What activities do people in our church engage in to minister to the needs of those around
them?
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What do you think is the general attitude ofpeople in our congregation toward people
who are poor?
What do you think is the general attitude of people in our congregation toward world
missions?
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APPENDIX C
Questionnaire
Directions for completing the questionnaire: Please read the following and circle the
number that best represents your view.
Strongly Moderately Neither Agree or Moderately Strongly
AGREE Agree Disagree Disagree disagree
1 . Our church equally emphasizes telling others about God's love (evangelism) and
demonstrating God's mercy (outreach).
5 4 3 2 1
2. My church regularly motivates me to serve outside of the church.
5 4 3 2 1
3. Scripture calls Christians to stand up for the oppressed and disenfranchised.
5 4 3 2 1
4. 1 engage in outreach like distributing clothing, food, or other physical assistance to
people in our area.
5 4 3 2 1
5. Our congregation participates in periodic mission projects by sending people out to
serve.
5 4 3 2 1
6. My church regularly invites me to try new mission and service opportunities.
5 4 3 2 1
7. My church would rather send money for missions than send people.
5 4 3 2 1
8. My church challenges me to put my faith into action outside of the church.
5 4 3 2 1
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9. 1 express my faith best within the congregation rather than at work, school, or some
other setting.
5 4 3 2 1
Last 4 digits of your SSN plus the first initial ofmother's maiden name:
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APPENDIX D
Cover Letter for the Baseline Questionnaire
October 13,2005
Dear Friends,
I would like to thank you for your warm welcome to me and my family here at Forest
Park UMC. I believe that we are off to a good start, and I am thrilled to join you in
ministry to the Lima community and beyond. Many of you are aware that I am working
on a Doctor ofMinistry degree through Asbury Theological Seminary. Part ofmy work
involves you as my new congregation!
Here's how you can help:
1 . Complete the enclosed questionnaire. It should take no longer than 1 0 or 1 5
minutes to complete. Please do not write your name, but provide the last four
digits of your social security number and the first initial of your mother's maiden
name. This will simply ensure anonymity of your responses.
2. Place the completed questionnaire in the enclosed self-addressed stamped
envelope.
3. Place the envelope in the mail by Monday, October 31*'. Your participation now
and again two years fi-om now will help me to complete my dissertation and will
hopefully strengthen our church's ministry to those around us in need.
My pledge to you is this:
1 . Your survey will be retumed to me anonymously. I will not attempt to match
retumed surveys to individuals within the congregation.
2. Because all responses are vital to my research, each and every retumed survey
will be gratefiilly received and will be included in the study results.
Thanks so much for your help!
Sincerely,
Derek E. Russell
Pastor
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APPENDIX E
Cover Letter for the Post-Treatment Questionnaire
October 1, 2007
Dear Friends,
It's hard for me to believe, but I've been with you here at Forest Park for over two years.
Many of you may remember that I am working on a Doctor ofMinistry degree through
Asbury Theological Seminary. Some may also remember that I sent a questionnaire to the
congregation asking for your help in collecting data for my dissertation. The time has
arrived for a follow-up questionnaire to help me complete my study.
Here's how you can help:
1 . Complete the enclosed questionnaire. It should take no longer than 1 0 or 1 5
minutes to complete. Please do not write your name, but provide the last four
digits of your social security number and the first initial of your mother's maiden
name. This will ensure the anonymity of your responses but also help me to track
changes in your individual answers from two years ago.
2. Place the completed questionnaire in the enclosed self-addressed stamped
envelope.
3. Place the envelope in the mail by Monday, October IS*"*. Your participation will
hopefully strengthen our church's ministry to those around us in need.
My pledge to you is this:
1 . Your survey will be retumed to me anonymously. 1 will not attempt to match
retumed surveys to individuals within the congregation.
2. Because all responses are vital to my research, each and every retumed survey
will be gratefully received and will be included in the study results.
Thanks so much for your help!
Sincerely,
Derek E. Russell
Pastor
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APPENDIX F
Chronology of Interventions
Date
July-Aug.
2005
July-Dec.
2005
Intervention Description Process Stage
3 July 2005 First Sunday
Sermon series: The
Church ofMy Dreams
Existing committees
Changes related to my first worship
service at Forest Park
An eight-week series focusing on
critical values for a great church
Started meeting with existing teams
in different areas to re-imagine and
redefine tasks
Creating urgency
Creating urgency
Creating urgency
July-Dec. Mainstream praise and
2005 worship team
July 2005 Staffmanagement
structures
Sept. 2005 Membership letters
Sept.-Nov. Communication of
2005 financial trouble
Oct.-Nov.
2005
Oct.-Nov.
2005
Jan.-June
2006
Jan. 2006
Home meetings
Creation of vision team
Vision team work
Sermon series: Too Hot
to Touch
Moved the more contemporary
musical group fi-om a Sunday school-
only slot to the main service once a
month
Put into place staffprocesses for
evaluation, policies, and periodic
meetings for greater staff identity
Contacted inactive members
conceming the standards and
expectations ofmembership
Communicated with Finance
Committee, Administrative Council,
and the congregation about the
reality of our financial picture
Eight home-based meetings to collect Creating urgency/
the hopes and dreams of the wins
congregation
Creating urgency
Creating urgency
Creating urgency
Creating urgency
Spring 2006 Lay visitation team
Administrative Council discussed
and then approved a vision team to
work through home meeting notes
and bring back recommendations
Vision team meets for six months to
envision and plan ministry
opportunities on the near horizon
An eight-week series on
controversial topics considered
through a biblical lens
Development of a team to visit
people who are shut in or in the
hospital
Creating vision
team
Vision and strategy
Wins
Wins
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Pate Intervention
Spring 2006 Spiritual gift inventories
Description Process Stage
14-15 July
2006
Fall 2006-
May 2007
Retreat with vision team
and Ad. Council
RSI capital campaign
Effort spear headed by the
Nominations Committee to help
people identify their spiritual gifts
and put them in practice
Vision team brings back core values
and three major recommendations to
the Administrative Council
Financial campaign led with the help
of a consulting firm to reduce the
debt on the Family Life Center
Wins
Vision and strategy/
communication of
change vision
Communication of
change vision/
empowering for
action
Oct. 2006-
June 2007
Formation of teams to
Mexico and Navajo
Nation
Twenty people commit to going on a
short-term mission trip
Empowering for
action
Dec. 2006 Missional projects at
Christmas
The church offers a blitz of
opportunities to impact people in
need at Christmas
Empowering for
action
8 April 2007 Easter offering to
Mexico and Navajo
Nation
The church designates a special
offering to go to ministries touched
by our short-term mission teams
Communication of
change vision/wins
June - Oct. Second service team
2007
The second service team discusses
issues related to planting a second
service
Empowering for
action
11-17 Aug.
2007
Mexico encounter Fourteen people go to Tijuana,
Mexico, on a mission trip
Empowering for
action/wins
Sept. 2007 Sermon series: Binding
Up Broken Hearts
Five-week series focusing on the
needs ofmarginalized populations:
AIDS, prison, poverty, child abuse
and neglect, aging
Communication of
change vision
20-27 Oct. Navajo Nation trip Six people go to New Mexico on a Empowering for
2007 mission trip action/wins
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APPENDIX G
Consensus Prioritizing Form
Completed by: Date
Objective:
Criteria:
Instructions:
1 . Identify the criteria on line above.
2. List items to be prioritized in the spaces provided on the right side of this page.
3. On the left side of the page are a series of boxes. Each box features a pair of numbers. The
numbers correspond to the items you've listed on the lines of the right side of the page. With
each pair of numbers, circle the one that best addresses the prioritizing criteria.
4. Count the time each number was circled and record that to the right of the corresponding item
to prioritize.
Items to Prioritize
2.
8
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APPENDIX H
T-Score Comparison
65
60
55
50
45
40
T Score 2007
T Score 2005
46.1613
50.2505
51.8995
47.7707
56.1641
56.9157
4
53.9739
54.1646
57.3956
54.6076
6
60.3078
56.3966
7
55.355
54.3125
8
58.5036
52.0257
9
56.6466
58.1987
Question Number
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